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PREFACE

This publicaticn is cne of a series of tecknical evaluation reports
issued Dy the Northwest Regiopal Zducaticnal iaboratory to docrcent
evalvation findings for selected products. The subject of this report
is Preparing Zducational Training Consuliants, Crcanizaoiion Developreni
(PET0-III}, an instructional systen developed in the Improving Teaching
Cexpetencies Progran.

This techmical report presents the data collected about the systenm
and its objectives during the 197%-75 field tests. The informatien nas
beea used in subsequent revisions of the system by its developers,

René Pino and Ruth Ecory.
The report has undergone an institurional technical review

cenducted Dy Laboratory specialists external to the Progran.

osower W7l

Lawrence D. TFTish
Executive Director
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INTRODUCTION

Prezaring Zducziional Training ComsulTanis: Crganizaiicnal
levelormeni (FETC-IIZ; is one of several iastructional systems curreatly
under development in the Improving Teaching Ccmpetencies Program of the
Northwest Regional Educational Laboratory (NWREL). The PETC-IIT
materials include training stiategics and precedures plus participant
instructional materials for use with a select group of educators in 2
workshop setting. 2I7[-II1 also carries with it a change support

process termed organizationzl development (oD).!

PURPOSE OF THE EVALUATION N

The development model employed by the Improving Teaching
Competencies Progranm divides the production of an inmstructional system
into five developmental phases (planning, pilot, interim, field test
and outcome). These phases are fully spelled out in Appendix A. This
document presents the evaluation report for the pilot stage of the
PIIC-IIT system's development.

The main purpose for conducting this evaluation was to facilitzte
judgments about the efficacy of the materials, strategies and the
accompanying change support process that comprise the PETC-IIT instruc-
tional system. Specifically, evaluation activities collected information

s¢ judgments could be made about the:

1. Efficacy and the quality of PETC-IIT

1Organizational development is a strategy for organizational change. It
is a set of practices that has evolved in industrial, governmental and
(more recently) educational settings. The purpose of organizational
development is to improve organizational health and effectiveness. The
aid of PETC-IZIT is to train educ~*ional personnel who will then provide
organizational training and consultation to local educational
organizations. o,

16 . 1




2. Educational need for the iastructional system and the
proposed change support process

3. Sufficiency and feasibility of the instructional systenm
_and the proposed change support process in regard to goals,
content, strategies, disseminability and costs
4. Claims for the superiority of the instructional system and
the proposed change support processes in comparison to
existing alternatives
The function of this report is to present to decision-makers at
NWREL and the National Iastitute of Education (NIE) who are not directly
involved in the development or evaluation of the instructional systea,

a2 summary of the evaluation activities and findings provided to the

developers during the pilot stage.

.

INFORMATION NEEDS OF THE EVALUATION
This evaluation sought information about the need for, alternatives

to, and the sufficiency and feasibility of the PETC-III instructional
system and its proposed change support process.? To facilitate the
gathering of this information, evaluation issues were expressed in a
series of questions. The questions have been sorted into three cate-
gories. The first category relates to trainees’:judgments about the
instructional system and PETC-III training. The second category
includes questions concerned with the adequacy of the instructional
eystem from the perspective of outside reviewers. The third category of
questions relates to existing alternatives to the instructional system.
These questions.are listed below:

Suestions Related to Trainze Judgments About PETC-III

1. To what degree do persons trained in PE7C~IIT during the
pilot trials perceive the content, materials, activities

“The original evaluation design specified looking at the effects of
PETC-IIT training during later stages of development. Funding cutbacks
curtailed this investigation.

2 1',
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and structure of the iastructional system as being of
high quality and effective?

2. To what degree do persons trained in PZFC-7II during the
pilot trials perceive the trainiag as being relevant and
useful?

3. To what degree do persoas trained in PETC-I77 during the
pilot trials perceive the goals and objectives of the

. instructional system as clear and significant?

4. To what degree do persons trained in PZ7C-7I1 during the
pilot tridls perceive the training as being valuable in
relation to costs incurred?

5. To what degree do persons trained in PEZ7C-7II during the
pilot trials perceive the pretraining materials as being
adequate and sufficient? -

6. To what degree do persons trained in PETC-IZI during the

pilot trials report satisfaction with the training? Lo
7. To what degree do persons trained in PETC-III during the

pilot trials report a need for OD consulting abilities

in the educational community and to what extent can

PEPC~ITI meet this need?

o 8. What type of people acquire PETC-IIT training during the
pilot trials and to what type of organization do they
extend consulting help during the practicum experience?

Question Rzlaied o Cutsider’s Perspective of PEIC-III

9. From the perspective of impartial outside reviewers, are
the goals, content and training strategies for PET(-III ) .
adequate in ‘terms of their significance, completness,
feasibility, social fairness, etc.?

Quesiion Related to Alternctives to PETC-IIT

10. What are the existiag alternatives to PETC-III and how R
does PETC-III compare to these alternatives in terms of:
target population, content provided in the training,
workshop procedures and strategies, expected outcomes,
trainers and dissemination? “

To meet the evaluation needs set out in the above questions, three
investigations were carried out: a series of four pilot workshops of
the PZ7C-7II system, an alternatives search for comparable training

. programs and an external expert review.
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1his report incliudes five cheprers. 1In tie first, the FET-TIC
i-structicnal systen is descri®ed including irs history and objectives.
T%.e seccnd chapter describes the pilor test workshep study, imcluding
zethods of cbtaining informarion, a2nd presents tkhe expirical evidesce
cpllected from the workshops. The next chaprer describes the process
of the externzl expert review conducted cn the FITT series and presents
2 surmarr 6. .ae review critiques. This is followed by a descripticn
of tke search for alternative training programs on the marker znd a
rezparative 27alysis of the search results. Tne final chaprer contains

2 si——arv of the findings. Appendices inclede the Improving Teaching

Cooretencies Prfogram's product developzent oedel, questionnaires used

in the pilot test workshops and documents pertaianing to the inplezentation

and results of the external review and aiternmatrives szarch.
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TESQRIPTICH OF IZE FET°-I70 INSTRUCTICNAL SYSTEM
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instructional systexms develcred by the ITproving Teaching Cozpetencies
rogran of the Norihwest Regional Edvcational Laboratory to provide
process 2nd orgenizaticnal developrment skills for educaticnal consul-
tants. Tihese seven systens form 2 corprebensive training progran
eatitled Preparing Crganizational Devalopment Specialists (205S) which

consists of a series of three FIZ7 training syvstems: Z270-T: Sxills

g — pron ] k& ™ ” - &g 7 ToernF
S5 TESLL-2Ir Domsulzivg; and ETL-IIIr  Drooweizaiional Devellr-
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As the culninating training systexs in the PODS progran, ZZ.-7I17
provides participants with the opportunity to acguire the knowledge,
skills and sensitivities that ccoastitute a change process termed
Organizational Developzent {0D). It provides training that enables
trainees to help an educarional organization 1a) achieve structurai arnd
normative change, (b) improve its functional capabilities and (c) develop
new functions that fzcilitates change in the kinds of objectives it sets

for itseif and to utilize asw kinds of resources.

OVERVIEW OF ORCGANIZATICNAL DEVELOPMENT
Organizazional developzent as conceptualized ty the develop-ent
staff of the Izproving Teaching Cozpetencies Progran is a strategy o

pro=ote organizational change. It is based on scme of the theory

14
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ercaatizg from the molels of "plazzel chenge™ (Lirppitrz, watscn 2=d
Westiey, 1938; Favelock, 1972) zrd Mzeotieon researcsh™ {(Lewin, 1937

Coch arnd Freaoch, 2938; Jusg and Lippirr, 196%6). It alco incorperates
Iaterventicn strategies tested by several researchers {Miles 2t al.,
1383; Texs*.re acd Sowvers, 1970; La%e 2zd Calighzn, 1971; ¥cEiwvarey acd
Miles, 1959; Schomuck aczd Reokel er al., “1972). Crgenizerional develcp—

meat aims o help pecpie in schools izcrease their competencies so they

=

y

<2a more eifectively rcanage the human component of their organizatioss.
The basic strategy of organizaticnal develcrment is to provide traiaing
and consultation thatr iovolve educators in idenzifying, diagnosing and
—odifying the nmorms, structures znd processes of their own organizaticn.
Torough these normative, procedural and structural changes, it is

intended that the orgenizartion can baeild and mzintain increszsed

funcrional capzbiliries and chat its bgal:h wiil de improved.

The raticnale Icr preparing organizational development coasultiarts
Zpr school é;ganizat}cns includes thres current situations: (a) schools
are not as healthy and as effective as they could be (Miles, 196%;
Eaveicck, 1977; Schmuck zad Runkel, 1972); {3) few school organizaticns
have the financial resources to hire expeasive outside professicnal
‘prganizaticnal consultants over long periods of tizme; and (¢) the
nunber of availzble outside organizational consultants is inadeguate
to nmeet the need.

FZT0-Z20 is, thersfore, an instructional systea and a change
suppori process that caa be used by educators at various levels to

train organizsticnal censultants whe can, in turn, help build and

=aintain increased functional capabilities in educationzl orgzanizatisns.

’ 15
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DISCRIPTICN OF MATZRIATS AND STRATEGIES
The system in irs present form coasists of a1 set of parzicipant

materiazs, a ser of instructicnal strategies o e used with traizees

- TT™

in a worxzshiop setting, some prelimirary plans for instelling a2 FEZI7-1I0

per et Mg

r2ining progrem, sirategies 1o help those traized ia FZ7°-770 o

gse their skiils in bri;ging a2bour structural and corzmative changes in
their schiools and to provide orgenizational training and consultation
£or ciiesnt groups.

Tze imzediste population for FEZIT-IC rzralninz consists of educa-
tors 2t aay level vho wish to acguire the kznowledge and skills necessary
o provide organizatioral training and consuitation to schiool groups.

Prior to participating as coasuitants in FEIC-TIT, mezders of this
targer populaticn will Zave hiad r£o cozplete the six prereguisites
trainirg systexs in the PCDS training programs. The secondary target
porulation consists of educators who wish to receive organizaticenal

deveiopzment traiming and comsultation from FZ77-II7 consultants.

FEZ0-I77 training is spread over an 8-conth period. During this
period, each rIT0-ZZ7 trainee completes a2 l-day preworkshop assigazent,
attends 17 days of worxshop zmeetings and spends a ainizmun of 10 davs

conducting an orgenizaticnal developzent project with a2 predezernined

client group. The following chart outlines the tizeline for major

raining events.

! weath 1 | Momtaz | o 2 ! sonth 4 | vontn 5 i Yoath o [ Mozt 7 | Moan @
Ll "
Prewrorshop| 2-Day ! 3-Dary 3-Day 3-Day -3y
Assizgnzent worxshop “ozkskep “orxshop Werxshop workshop
. {Torai 1 ¥sering Veezi-.3 Yeecing Yeeting Veerizg
‘. zap)

Tnze:  These azve appriximarels 20 2o 35 Jays Letween wrrushos meetings for 4D prolent wirk
. with client iToops.
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Pnilding aod maintaining improved ways of finmctioning in the organiza-
& o r

ard znalwrzed that focus on structural znd zormative changes o improve.

the fvocticnimg of the organizaticn. A project may be cenducted in cne
part of the orgenizaricn or inm the orgonization as a2 whole
Prasant strategies regcire that zwo perscaos with coansiderzble

o~ e

orgcnizaticnal develorment eaperierce and skills comduct the FZI7-II1

worxskop. The woerksheps are struczured so that 10 to 18 frzinees,

divided iInto 2~ or 3-persons tezms, go through the training together.

GOALS aAND OLUTCCME O3JECIIVES -

The goals and cbjectives® for FZIT-I7T are divided into two
catezories: (2) consuliant outcécre gosls and cbjectives and (b) goals
and objectives Ior client groups. The consultant cutcezes include

cipants® satisfacticn with the training; their perczptions of its

L]
[
H
|.n

utility; and changes in their behavior, such as an increased knowledge
2nd vnderstanding of organizaticnal development conceptualizations znd
strategies aand an increased ability to exhibit the tehaviors reguired
of an orgzanizaticnal consultant. Cutrcomes expected of client groups

incivde satisfacticn with the consultztion, perceptions of the consul-
tation as useful and applicable and increased functional organizationzl

capabilities. Specific statements of these objectives follow.

ese zoals are included for descriptive purposes caly. Reductions

in Zundiang and deve’op:ent tize prevented carrying out an investigaticn
design to assess the effectiveness of the instructional systes to
achieve these goals.

-
-}




i. 1Idemtify az=d explain the majer organizarional developrent
ccncepruslization a2nd intervention straregies presented

o~y -

in the FIT2-IIT instructicnal systenm

2. ¥eer with 2 poteantial client group and trraanslate this
group's difficuities into 2 sratement of a specific
prodiex or preblexs on which the group wishes to work

3. Establish definire znd worksble relationships and contract
with a ciient group

4. Collect information from the cilisnt group so that the
group’s problen(s) may de dizgnosed and clarified

5. ZTesign, provide and zssess the 2ffectiveness of iater—
venticn zcrivities that allow the cilient group to explore
and exenine aiteranative norms, processes and structures

5. Tesign, provide and assess the effectiveness of inter-
ventica activities that 2lirw the client group to
acceopiish normative, procedural or structural changes
resulzing in increased functional cspability in the
organizaticn

7. Achieve a terminal relatioanship with the clieat group by
gradual withdrawal ané dy establishing structures and
procedures to substitute for the services provided by the
censultant

Client Group Qutcome Utjectives

Sinca rhe educational training consultzant works with a ciient group
s =enbers can achieve 2ndé maintain ioproved ogranizational health, the

3 ccnsultant expects that the organizztional development project will have

scze effects on the functional organizational capabilities of the client
- —‘\Q
yroup.  Specific exazples of such objectives follow:

1. Izproved Problexz-Solving Capzbilities: &s 2 resuit of
training in organizational dewvelogment, cliient groups
. —av becume more acept at problem-solving. They may
becc=e more able to:

Sense problex situations

Q 16 9
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Differentiate berween xirds of problecms

Atzexd to problem sitpeztions vith shared and explicit
probilec—-solving procedures

Izproved Manzgement of Interperscnal Processes: As a

result of training in organizaticnal developzent, ciient
§TOLDPS may Deccme more adept ar coxbining people’s efforts
o achieve desired task goals. It is expected zhar:

Vertical and horizental comcunicarion may beccome m=ore
open, shareé 2nd accurzte

Infivence may becoxze more shared and equalized :
-

=

Decision making may become nmore diffused, charac-
terized by explicit procedures and invoivement of
those who will be affecred by or who are responsidie
for implerentation of the decisions

Coordination may teccxze more explicit and accepted

Inproved Procedures that Suppor: Personal znd Professional
Growth: As a result of trzining in or~anizational develop-
zent, client grours may become more adept at viewing
rersonal and professional development as an ongoing
frncrion necessary tc the growth of the group. Therafore,
it is expected that the group may provide:

Increased training opportunities for mexbers to zmeet
new organizational needs

Increased learning resources so zembers can -be
centinuous learners

Increased feedback, formslly and informally, so
zeabers can move toward new ways of understanding

izproved Wavs the Organization Attributes Meaning: 4s a
result of training in organizational develcpzent, client
groups may dbecome nore adept in the ways they see and
explain themselves to the rest of the world. It is,
therefore, expected that the group wiil: o

Have goals which are clear and in which menbers have
a sense of ownership

Respond appronriately to outside demands

16
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2IL0T H(RAFSHOPS

This chapter discuesses the pilot test workshops which were

——— gy e
- T

conducted as 2 part of the evaluaticn of the FZI7-II7 training systen.

1

The chaprer has two principal sezgrents. The first section of this
chapter contzins 2 descriprieon of these pilot workshops. Topics
incivde: <¢he fccus of the evaluation, recruitsent procedures, nucber
of parzicipants ané their diographical cha.acteristics, and a descrip-

ticn of the evaluation iastruxzents used in this invesrigatioa. The

second major section presents the results of the evaluacion aciivicies.

DESCRIPTION OF THE PILOT HORHSECPS

T 1

Focus of the EZyziuvation

The pilot workshops were designed to: (2) assess the qualicy,
efficacy and relevancy of the imstructional syvstem and to zeasure the
degree of trainee satisfaction; a2nd (b) assess the consulzants’
perceptions of the utility of the training a2nd ways learning can be

2pplied. The pilo: workshops provided answers to the following

—

ewvaluation questions related to trazinee judgments z2bout rFZ [-I17:

1. 7o what degree do persons trained ia PZZ7C-1I7I during the
pilot trials perceiwve the content, materials, activities
and structure of the instructional system as being of
high quality and effective?

2. To what degree do perscas traimed in PEI[-7IT during the
pilot trials perceive the traiming as being relevant and
useful?

3. To what degree do persons trained in FZI7-III during the

pilot trials peiceive the goals and objectives of the

instructional systen as clear and significant?

%. To what degree do persons trained in FZT7-II7 during the
pilot trizls perceive the training as being valuable in
relation to costs incurred?

2§

"

i1
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5. To what degree do perscns trained in FZIT0-II0 during the
pilor trizls perceive the pretraining materials as deing
2dequatre and sufficient?

5. Tp what degree d0 persens trained in FZI7-I77 during the

pilotr trials report satisfaction wich the training?

7. To what degree do persons trained in rZIf-I7I during the
piict trails reporr a2 need for CD coasulting abilities in
the educaticnal cormmunity and to what extant can FZT.-ITT
zeet this need? )

8. What type of people acquire FZIT-I7I training during the
pilot triais and to what tvpe of organization do they

x

extend consuliting help during the practicum experience?

Descriprion of Test Sites

Four worxshops were ccnducted as part of this evaluation activity.
é total of 50 persons were trained. These pilot-test workshops were
nheld in Portland, Oregon; Minneapclis, Minnesota; and Seattle, Washington.
TwC separate worikshops were conducted in Seattle and later were designatred
Seattle A and Seattie B.

-

Twelve consultants attended the workshop in Porzland, heid at tche
Norrhwest Regicnal FEducarional Lzboratory. Tne five traiaing meetings
were held between April and November 1974. Recruitment of consultants
for Portland as well as for the other three test sites was under the
direction of the Improving Teaching Coopetencies Program's Ofifice of
Field Relations. Participants at all four test sites met the following
criteria: (a) they had completed PZT7-T and Zz7C-II; (b) as individuals
or teams of two or tnree, they had access to a client group for whom
they could provide training and consultation while going through the
training; ané (c) the district supported their interest in becoming
FIIC-77 consultants. Vera Larsen, of the Personnel Development Office
ia the Portland School District, was responsible for identifying the

seven district personnel who went through the training. The two primary

12 *
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developers of the FII -7 training progrzm, Ruth Emory ard René Pino,
served as trainers for the pilot-tesz workshops atr all four sites.
Meatings for the Minneapolis FET7-TI7 workshop weore held in the
conference facilities of the Sheraton Motor Inn a2t the Minneapolis/
St. Paul Airport, between May and December 1974. The 11 consulzants
attending the workshop were identified by Jack Teszmer, a NWREL regional
representative and a consultant to the Minneapolis School Districe.
There were 27 participants in the two Seattle workshops, 9 in
Seattle A and 18 in Seatrle 3. 3Zoth workshops teok place in a pre-
£abricated modular classreom at Rainier Beach High School. The
Seattle A workshop met between November 1974 and June 1975; Seattle B
between February and July 1975. Jazes Foraeris, Director of Conflict
Resolution Training Prograns fcr the Seatrle Public Schools aided in

deatifying schooi district personnel for participation in these txo

| 20

workshops.

Participant Characteristics

A surmary of the background characteristics of the participaants
for each of the four workshops is presented in Tzble 1. The reader
will note that this report does not include a formal analysis of this
demographic data and does not use it for any cross-tabular analysis of
participant responses to other evaluation instruments. This informztion
is included here puresly as descriptive data.

The Portland and thektwo Seattle workshops were quite similar in
three of the five participant characteristics: sex, educational back-~
ground and vears experience in education. The three workshops had a
fairly equal mix of men and women; the vast majority.of the participants

nad graduate degrees, primarily master's degrees; and participants had
g g . y Z P
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2

)




Tabile 1

- ——
-

Distribution of FE7.-IZ7 Participant
Characteristics by Workshop

Portland {Minceapolis] Seattie A} Seattle 3 Toral
Characteristic N b4 N z h 4 X kA N pA
Nuzber of Parricipanrts 2 13 9 i3 30
Sex
Male 7 33 io 9 5 35 2 50 31 62
fexmale 3 42 i g9 4 4% 9 50 i9 33
Zducarien
Backelor's degree 2 i7 6 55 1 11 2 13 i1 2
Master's degree 9 75 % 36 5 35 15 83 33 €6
Doczoral degree 1 8 1 g9 3 33 1 5 6 12
Tears Work £xperienca
ia Edvcation®
D 1 9 tt} D 9 Et] g 0 1 2
-3 D i) 2 i3 0 0 0 ] 2 %
-5 i 3 3 27 2 25 2 i2 8 17
7-1p 1 9 1 g9 1 12 3 19 5 i3
Dver 1D 5 73 5 46 5 63 11 69 29 6%
No rasponse 1 -_— D - i — 2 -— 4 -
age®
Tnder 25 tt] D 2 13 0 0 0 0 2 5
25-3% k3 12 5 55 EA 4% ) 38 i7 38
35-55 2 25 3 27 3 33 5 38 1% 32
45-54 5 63 ] 0 2 22 5 25 11 25
Cver 55 (] L4 LH 0 0 g 0 0 0 0
No response 4 - g — 0 - 2 - 5 -
201e?
adainistrator A 33 0 0 2 22 5 28 11 23
=z~ Supervisor/ 4 33 i 11 1 11 1 6 7 15
. coordinator
Teacher 0 0 3 33 3 —33 1 6 7 15
Staif 0 0 1 11 3 33 11 60 15 30
Consulrant 3 25 4 44 0 0 0 0 7 15
£valvator 1 3 it} 0 0 0 0 -0 1 2
- Xo response 0 - 2 - 0 - 0 - 2 -

Zrvonrespondents were nor included in the rcomputation of percentages.

considerable experience in education (63 to 73 percent had over 10 years
work experience). The Minneapolis workshop was predominantly male with
less education (over half the participants had only bachelor's degrees)

and less work experience in education (35 percent had six years or less

experience).




Participants in the Portiland workshop were oider than those in
the other three workshops: whereas over three-quarters of the
participants in each cf the Seatiie =nd Minnezpolis workshups were
berween 25 and 4% wvears of age, the majority (63 percent) of che
Portland participants w2re in the 45 to 55 age bracket.

There were considerable differances in the roles represented ia
each workshop. The Seattle B workshop was made up entirely of Seattle
Public School perscnnel, predominantly ia sta2fif positioms, e.g.,
counsa2lors and psychologists. Two-thirds of the participants in the
Seattle A workshop were Seattle Public School persconnel in teacher and
staff positioams; the other trainees were public school administrators
and supervisors. The Minneapolis workshop participants were predoni-

. nantly public school teachers and iadependent consultants. The Portland
worksnop coasisted priwzarily of public scheol admiaistrators, supervisors
and central office coasultants; there were also three persons from the
Inproving Teaching Competencies Program's staff and two independent
consultants.

Instrumentation

The following evaluation instruments were used to gather
information from the pilot-workshop trainees.

Background Questionnaire. This instrument was administered at the

beginning of the workshop's first meeting: The instrument was designed
to obtain biographical information from the participants such as sex,
age, educational background, work role and years of work experience in
education. A second versioa of the Background Questionnaire was
developed in the fall of 1974 and requested information about the

nunber and types of consulting experiences of the participants. Copies

of both background guestionnaires are included in Appendix B.

15
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Final Questionnaire. This gquestionnaire was adainistered to all

——t—— -

FET2-II7 trainees after training. It collected information regarding
their judgments of the content, goals, activities and naterials of
FEIJ-I7I. It also assessed trainee satisfaction and trainees® percep-
rfions of the relevance and vtility of the traianing. Appendix C
contains a copy of this questionrnaire.

Initial Status Report. This instrument was developed during the

fail of 1975 to aid ewvaluators in obtaining information frem training
tezns on the nature of their client systems. The report form asks teaos
for background data on their client systen iacleding information on their
organizarional relationship to their client (internalfexternzl) and the
organizational context of the client group. There are also 2 series of
questions asking for an initial diagnosis of the client systen. The
Initial Status Report was used in the data collection fron the twe
Seattle PZ77-I1T workshops. 1t was given to trainee teams at the con-
clusion of the first 4-day meeting. Members were asked to complete it
during the interinm period between the first and second workshop meetings
and return it fo NWREL evaluators at the second meeting. A copy of the

Initial Status Report is included in Appendix D.

RESULTS OF THE EVALUATION

This section describes the empirical evidence gathered with the
Final Questionnaire from trainees at the four pilot workshops. Infor-
mation also is presented describing the PEIT-I-T trainee teams and the

qlient's systens with whom they provided consultation during their

practicua experieace.

PETL T

The Final OQuestionnaire used in the evaluation of the PET -T:T

pilot workshops did not reach completion until mid-summer, 1975. As

16 .
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a resulr, the procedure of administering this questicnnaire at the
conclusicn of the workshop's firal zeeting was not pessidle excepr at

the Seattle 3 site. Data were collected frem 17 of the 18 perticipants

s

n this workshop. Participants in the three workshops conducted prior
to this date received a copy of the gquestionnaire in the zail,
accozpanied by a letter requestiag they respond to the questicanaire
azd asking them to retera it to NWREL ia an enclosed prepaid, pre-
addressed envelope. Responses were received frem @ of the ié Porriand
participants, 8 of the 11 Minneapolis participants, znd 7 of the 9

participants in the Seattla A workshop. Data presented in this report,
- B 4

therzfore, are from a total of 41 ré”.ﬁﬁdents, representing 82 percent

D)

~

- - - - - - -— p— - - - P
Oi tae participants who went throught the ZEI0-7I7 pilor training.”
Reactions to FPIT7-I77 Contant, Materials,
Activities and Structure 3

Five questions on the Final Questionpaire asked participants to

assess the naterials for clarity, interest and the demands they pre-

sented ior original thinking, along with the technical quality of the

-

-

“The data presented below zre only from those questions on the Final
Questionnaire that used an anchored rating scale or some other tvpe
of closed-ended format; 37 items ¢f the 44~question instrument
utilized this format. Immediately following the Finmal Questionnaire
copy included in Appendix C is a listing of the close—ended questicus
according to what aspect of the evaluation they pertain. Of the 7
open-ended guestions, the responses to 5 ars also inciuded in
Appendix C. Yo analysis of these responses has been undertaken; they
are included in this report solely as descriptive data. -

Another of these 7 questioms, Question 33, provides information
that was to be used by the NWREL evaluators as part of a followup
study; the responses from this question are not included here since
they contain information that is not a concern of this report. The
renaining open-ended question, Question 2, was inadvertently omitted
in the final typing of this instrument and the cversight was not
caught prior to the adninistration of the questionnaire to tke
participants.

ERIC ‘
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The resplts are showm in Tabie 2. Several questicrms also

&Sy participanis 1o make judgrments regarding the uriliry of the practice
exercise and the overall structure of the traiaing experience. These
data are prasented in Table 3, page 2). Respondents zaswered ezch
gresticz on a 5-point or H~-point rating scale, with 1 representing the
negative end of the scale arcd 3 or 6 representing the posirive ezd.®
Yarks cn either of the two high points were considered positive respenses
fpr brth scales and are reported accordingly ia the discussion that
follcus.

-

Discussion: Materizls and Content. Respoases were favoradle to

-

the txo questions oa the appropriateness of the workshop ceontent a2nd its
clarity of presentaticn, with positive responses; 91 and 83 perceat.

The ¢larity and ease of understanding of the zmaterials themselves

L 4

\

——

The Final Questionmaire has several items that the progra=m has used
for severzl years. TFor the sake of description, tke items have been
clustered ro form the follewing sczles:

Content Quality: 5, 8, 9, 282, 28¢

Activities: 10, 131, 12, 1%, 29a, 29b, 29¢

Relevance: 3, %, 13, 28b, 284, 28e

Ceilicy: 6, 7, 20

Goals and Objectives: 27z, 27b

Costs: 26

Preworkshop: 30a, 30b

Sarisfaction: 1, 17, 22, 15

Need: 15, 34, 35

L1

-
-
-

The najority of the quastions used the 5~point rating scale wvith
negative~ and positive-vzlue statezents carking the poles. An even~-
auzbered scale was used for these questions since it does not provide
a zidpeint for ar "undecided" response, thus eacouraging respondents
to take a2 value stance on each item. Tnere were several questions
(27-30 and 34) for which the evaluators wisned to assign value-
positions for each point on the scale. A 5-point brezakdown seemed td
lend itself best to this format. The 5-point rating scales used for
Guestions 27-30 had 5 signify the negative pole and 1 serve as the
. positive extreze. However, in preseanting the data fron these questisas,
the nuaber values of the scales have been reversed to provide uniforaity
Ir the tables aad discussion.

PAT]
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izble 2

Parzicipcat Eesponses Pegarding Quality and
Efficecy of ¥aterisls zrd Centent
Scale | Towm .
= g3 —
Tuestiom ] 3 2 3 3 3 5§ X X
Questiom 2822 -
Appropriateness for wour :'b i 3 14 23 43 4.5 -
experiesce and valerstazniing ° 02 E &7
Zxcellezt {2igd)
vs.
Uasatisfaciory (iow) |
Qoestion 2502 .
Tlarity of preseatatica £ 4 3 @8 15 21 4.32°
223 dafinition oy .0 & -] 33
Exceileaz {2igh)
vSs.
Trsazisfacrory {low) i
Duestion 5°
Clear, concise, znder- H i 7 19 i5 7 43 4.5
standabdle {Zigh) Pt Indere S 4 £2 i35 iz
vs.
Hard o uzderstzand, zomplex,
full of “jargoa™ {low}” )
Question 8¢
Maresial zaiatained oy £ 1 i7 i3 £31  5.2%
interes:z {Hizd) B pobd ) 2& L2
vS.
Marerial Iailed zo
interest me {Low)
Question 9%
Dezanded much original £ i 2 13 32 2 %3 4.33
. thiaking {digh) 4 r; #2 s - 5 3z
VSa.
Dezmzrded oo original
thizking {Low)

2huestion 28: Please rate.the worzshop oomicxs: Skills, concepts, principles

_and values for:

Of = Frequeacr.

€% = Cuzulative Percentage.

SCuestion 28 uses oaly a S-point scale.

2ryestions 5, 8 2cd 9: Think for 2 Doment about the Iaforzationazl materiais,
practice exercises and methods used in this workshop. all ia ail, how would
vou rate thexm?

-
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Tzbie 3 J
Participant Respenses fegarding Quality znd ]

Zfficacy of Activities and Structure
i Scale Toral
Low igh _
Juestion i 2 3 4 5 ) N X
Question 1072 )
Practice exercises were -3 i 3 5 35 41 5033
<f grear wvaize {(Iigh) o= > 3 5 82 :
rs.
Practice exercises were
of ilizzie or =o value {low)

dueszion 22a% .

Question 23X £
aporopriztensss for learzizg £ i 4 iz 21 40® 4.38°
to de 3 c¢oasulrant o1 > 38 72 3

€xcellexr {#izhn)
vS.
Uasatisfacrory (Low)
Questica 2332 £
ractical usefgulzness in £ 3 3 i1 2% %3 £.37
1earaing consulrant skiiis fon- 222 23 =1 £3
Txcellentr (High)
vs. -
Tosatisfaczory {(low)

Queszica 132 -
Session time was well £ 3 E 5 is i3 41 5.05
ased {Siga) o4 oy 33 s 3 <5

vs.
Téze in the sessions was
wasted {Low)

Question 2207 :
Efficlent use of iz £ i 3 4 20 41 5.0

£xcelleatr {High) o= 1202 22 22 31 2
vs.
Tnsatisizactory {low)

fuestion 142
Allowved zime for refisction £ 1 1 2 38 1% 15 41 &%.50
about seif aad persenal >% jic? 32 55 31 7 37
growrl (digh)

VS .
Did not allcow time fur
reflectica sbour self and
gerso=al growth (low)

estion 12
Structure useful, provoted £ ] 1 2 B8 16 15 43 4.9
learning (High) o 322 £3 &3 73 3¢

vs. .
Too structured, dlocked
learaing (Low)

3ceszions 10, 11, 12 aaé 14: Thisk for a mocmeat 2bout the informazional =aterials,
practice exercises and mechods used In this workshop. All in 2il, how would you
rate then? .

bf = Frequency.

53 = Cusulative Perceataze.

“Guestion 29: Please rate the workshop mesrcis/siraiezies/zrosedures for:

®Cze participant did 3ot Tespond to this quescicn.

*muestion 29 uvses only a 5-point scale.
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reteived 2a a2rpreciably lower rating, with but 36 percent positive
respoase.  For the mest peri, participonts reperted thoet the marerials
succeeded in maiataining their iprerest—26 percent respording posi-
Tively. They did —oz, kowever, report as positively abour the dererd
£ tte marerials for original thirking; caly 61 percent responded

positively to rthis guestion.

it would zppear thaet FETC-IIT traicees during the pile:r workshop
trials censiderad the materials to be stimulating ard a2pprepriate for
tieir level of compretension. However, the ciarity of tte mzterials
was not as favorably viewsd. .

Discussion: Activities and Structure. 7Tkere were savea guestions

_ating to the activities aad structure of the training experience.
One question asked the participaats to rate the wvalue of the practice
exercises, o whicé 84 percent responded positively. There was an
egually favorabie response to the two questions directed at the
appropriateness and practical usefulness of the FETL-III training
strategies for learning consulting skills, with a2 positive response of
88 and 86 percent, respectively. Finzlly, four questions related zo
the wsefuiness of thie structure and various aspects of the way session
tize was used and its effecriveness. The saze use of tize at the
FETC-IIT meetings was also viewed in 2 favorable ligne, with positive
respoases of 79 ané 81 percent to the two questions on this topic.
fesponse to the more specific question of whether sufficient tize was
2llowed for reflection cn seif and personal growth was slightly less
favorable with only 71 percenr positive respoase. The usefulness of
the structure received a similaf positive rat?ng of 73 pefcent.

ol
21
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These 2at2 scen T reveal 2 guite faovoradle respoonse by participonts
regardizg the value ond usefulness of rhe 2ctivities ard structure oI the

FII)-220 traimisy prigrin.

Percesricns of Belerzrce 2ng Trility

——— -
-

pf FEC)-22C

Parczicifants sere asked several questicns adout zhe relevance of

the ZZ77-777 training and the usefuiness of the systen's content.

Discussicn: Relevance. Tzbdle 4 presents the resulrs of the

guesticns ¢n the relevasnce of the system's contenz. To the gquesticn cn

————  —

the inmporzance of the iIssves dealt with ia FEIJ-TII, there was a posizive
r2sponse of B3 percant. Another question asked participants to judge the
workshep's content for parsimony and how well it ninimized on extranecus
material, to which 79 percen: respended positively. Two other questicas
asked participants o rate the materials and methods ca their ability o
provide new insights in general, and into the traimees’ cwn personzl
style. These produced positive responses of 83 and 81 perceat. The two
guesticns which asked specifically for the participants’ perceptions of
the relevance and practical significance of the workshop content for
learning ccnsulting skilis received che most favorable response. There
was a posizive response of BB percent on practical significance znd
95 percent on ralevance.

Cne guesticn reflecred on the relevanc2 of the prereguisite work-
shops for FZIl-II7 by asking participants if thev believed the time
commitzents and prerequisites to be excessive. These data are presented

in Table 5, page 24, indicatiag that 73 percent considered the

prerequisites o be demaning dut necessary.

22




- Scale § Total ;

m|

3 5 5 ) -

%{
(3]
)
[
w

Queszien 35
Spoxe o imporraat issues, b 6
vital comcerzs {High) ~E b

vSs.
Missed the imporcanr issues,
viz2l cozceras {low)

Juestion .’.EI:d
Pazrsincay (lizzle or =o
mimporiant or wcusefsl
=azerial)

Zxcellenr {digh)
vSs.
Tasatisfacrory (1ow)

22

53

th

5.32

F
Yot

Y-

e £
i5 i 28" &.C8
i 5 ki

(1)

w
by W

(Y
W

Queszion 32 i
Oifered new insights, new is 20
w2ys of viewing 0i1d problexs 23 43
(Eigh)

L
[ LU
wn
.

]

ta

™
s

{ "

-r.
-

]
L)

vs.
Only zestated or provided -
what I alrezdy koew {L)

|
3

Queszioa 132
Galned mew insights abaut my
style of consulring {(Bigh) =%
“S.
Learzed nothing zew about &y
style of consulting {iow)
E’ - ‘D“"d
geestion o
Practical significance for
successful consulting
£xcellent (High)
V5.

Unsatisfacrory (Low)

[ )

i

W

Uiy e

A €
3
pat
w
)
3]
0

a1 4.37f

1L
{
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N W
Fig
W b

f
[REL)
e

\
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Trestion 2338
Zelevance for learniang to
de a consultaat
£xcellenr (Zigh)
vs.
Unsazisfacrory (iow)

13 20 51 s.66%

P -t ?3

vy M
i
va

A

>

<)

h

2huesticns 3, % and 13: Think for a pomest about the informatiocnal materials,
pracrice exercises and methods used in this workshop. Ali in 311, how wouid
,¥ou rate them?
zf = Freguency.

7 = Cimulative Perceataze.
d'}-.xesti 28: Piease rate the worashop 2omesws: Skills, concepts, principles
ang values for: -
Srhree participants 4id ot respond to this guestioa.

“fuestica 28 uses caly a 5-point scale.

3%
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Tadle 3

Parzicipanz Resprnses Regarding lleed
for Preraguisites to FIC-TI0

Ceesticn ¥ Percent |

Questicn 32°

Yes, definitely; corld be reduced 5 15
sczevhat

Xo, ttey zre dezanding dut necessary 31 78
Xo streng opinicn either way 3 7

20ne participant did mot resposd to this questien.
®Luestion 32: Do you think time commitzents and prereguisites for

-~

FETC-ITT ave excessive?

Discussicn: Uriliry. Tharee questions were asked conceraing the

utility of learnings in FZI7-ITI 2nd rhe respenses are presented in
Table 5. There was a moderztely favorable response ro the two questions
asking if the training provided real “how to" help (68 percent positive
respense) and invediately usable learnings (78 percent positive response).
To the question asking the partacipznts how ouch they inctended to nse
the worXsnep materials and learaings, there was a higher positive
rasponse of 81 percesnt.

it would zppear, in general, that FZI7-II7 is seen by workshop
participants as relevant and useful to their educational concerns.

Assessnent of Goals and Objectives,
Costs, and Pretraining Materials

Participants at the pilot worksneps were asked to respond to several
questions relating to the goals and objectives of the training progran,
costs Incurred, cost-benefit potential and the effectiveness of the

Presraining materials.
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Table 6
Parzicipant Respenses Regarding Perceived
T=7l72x of System's Content
i Scale Toral
f icw #igh —
Tuestion 1 2 3 % 5 5 b X
= >
Juescion 7
Provided real “how zo” & 2 1 10 1% 1% {41 4.20
Zelp for oy actual group o5t byt aZ 32 £5 4
work (High)
- s,
Lizzie "how to™ help for
=y 2cte2l group worz (Low) .
Qdeesztion 6
Ideas, skiils,methods can £ 3 2 4 17 is 41 4.95
e used irmediately under o =z 23 22 73 37
existing condirions (High)
vS.
Ussge would recuire changes
in conmaizions that I have =o
coztrol over {Low)
Cuestion 29‘
Exzensively (Zigh) £ i 2 3 3 25 41 5.32
vs. oy i) 52 23 21 51 i
Nor ar 211 (iow)
%Queszions 5 and 7: Think for a mozear 2bout the 1nforma“ional materials, practice
,exercises and merhods used in this workshop. All in all, how would you Tate them?
9% = Frequeacy. '
::’E = Cumulative Perceantage. .

Question 20: Ia all honesty, Low ouch dp you slan zo use the ideas, skills andfor
=ateriels presented in this workshop as an integral part of your work?

Discussion: Goals and Objectives. Two questions asked partici-

pants to rate the goals and objectives of the PZI/-II7 training progran
for their clarity and significance. These questions used a 5-point
rating scale, with responses at points 4 and 5 indicating a positive
opinion. Resuits are shown in Table 7. Of the participants, 88 percent
raspeondad positively to the question on clarity; 95 percent believed

the goals and objectives to be significant and important. These data

shew that, for the zost part, the workshop participants considered the

«
———

goals and »odjectives nf FIIT-TIT to be clearly stated and of importance

to the educational cexmzunity.

34 2
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Table 7 ~

Participant Responses Regarding the
Goals ani Cbjecrives

Sczle Total
Tow Higa —
Questlion i 2 3 A 3 N X
Question 274
Clariry 3
Excellent (Hizd) £ 5 23 i3 53 4.20
vs. Por-i i 23 32
Tasatisfacrory {Low)
Question 2732
Sigaificance/Izporrance £ 2 18 21 41 4.46
£xcellear (High) [25-1 ire 35 33

vs.
tosatisfacrory (Low)

2Question 27: Please rate the zcals ond cijeciives for:
£ = Freguency. :

4 = Cimulative Perceatage.

Discussion: Costs. 7o assess the feasibility and reasonableness

of the ceosts of parrticipating in the FEI[-I77 training progranm, NWREL
evalpators asked participants on the Final Questionnaire to note the

expenses they incurred out of their own pockets and the poteatial incoze

thev lost in attending the meetings. Participants were then_asked to
consider these costs as well as the rime and energy spent, and to
indicate what they thougit of the workshop axpenses in light of what
they got out of the training. Data are presented in Tables 8 and 9.
There are two general limitations to the presentation of this out-
of-pocket expense data as accurate indicators of the cost of partici~
pation im a PZT0-IIT workshop. Since these workshops were part of the
developmental process of PET]-II7 and thus funded by the NWREL's
coatract with the National Institute of Education, the training was

provided at no cost to the participants; out-of-pocket costs were only

for incideatal expenses. Too, participation in PZT7-iIIT requires
g
35
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T=dle §

Participant Expenses

Resporndents
Statiag Special
Response Amount Range of Mean

Questicn N Percent| X  Percent Expenses | Expense®
Question 24

Travel Costs |23 Al 22 34 $10-2000 $218.86

Room and 11 27 9 22 $10-560 $188.11

Board

Tuition 12 29 i2 29 3130 $180.00

Other 17 41 14 35 $5-1000 $954.79
Question 25¢ © | 8 20 8 20 $170-4000 | $1046.25

2Mean expense was tabulated by totaling the zmount of expenses in 2
given category and dividing by that number of participaats who stated
.a speciiied amouat of expense.

Question 24: Which of the following costs did you incur out of your
pocket in order to attend this workshop? Please estimdte the amount.
CQuestion 25: Did you give up potential income in order to attend
(e.g., other jobs)? If yves, please give an estimate of how much.

Table 9

Participant Assessment of Value
for Costs Incurred

Question Na Porcent

Question 26°

Costs were tco great, etc. 2 5
Costs were about right, etc. 3 13
Costs were small, etc. 32 82

3Two participants did not respond to this question.
Question 26: Considering the costs (e.g., monetary, time, etc.) that
y¥ou incurred in order to attend this workshop, how do you feel?
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cozpletion of six prerequisite workshops with the atterndant costs of

these acrivities. The other factor that limits the generalizability of

this data is thar the respordenis constituted less than 35 percent of

the roral nuzber of participants in three of the four categories oi
expenses. A noarespons2 nay cean that the participant had no expenses
in that category, that the expenses iacurred were negiigible znd not
worth —entioning, or that there were continual expenses that would
reguire too zuch effort to figure out. Given the minimal respomse to
this questicn, the data should not be ceoasidered as represeatative.
This last disclairer applies also to the datz frem the question on
incoze lost due to workshop participaticn to which onmly eight partici-
pants responded. The data from these two questions are presented here

sinply as descriptive information about this particular population.

- -

To the question on expenses incurred out of their own pockets, 25
participants responded that they had had travel expenses; 22 participants
{54 percent) provided information on the amount of their travel expenses.
Travel expenses raﬁged fron $10 to $2,000, with a mean travel expease of
$218.86 for these 22 respondents. Three of these participants lived in
a state other than that of their workshop site and thus incurred large
air travel expenses. Travel expenses for the other 19 participants,
whq lived in the area of the workshop site, ranged from $10 to $100,
with a mean expense of $43.15 {these data are not included in Table 3).

Eleven participants indicated having had expenses in the "room and
board" category. 9Of these, 9 respondents (22 percent) listed specific
costs, which ranged from $10 to $560; the mean expense for these 9
respoadents was $188.11. 1In addition to the general disclaizers
mentioned earlier, there is another reason for this figure to not be

considered an accurate indicator of the room and board expenses a

28 ,
3%




ERIC

Aruitoxt provided by Eic:

prospective participant can expect & incur: iz has ciixed data both
from out-of-town participants who had horel expenses, and from local
participants with the lesser meals representing the only expende data.

Unﬁ;j? States

International Universiiy in San Diego, California, for their—pirtici-

Sc=e people electad to receive graduate credit fr

pation in this training. Therefore, 12 persons (29 percent) gpted to
pay the 5180 tuition fee. .-

To the "other expenses" category, there were 17 responses, with
14 of the participants (34 percent) giving specific azounts of expenses
incurred. These expenses ranged from $5 tro $1,000, with a mean expense

of £94£.79. The person who had $1,0C0 of expenses in this category was

2 Seattle worxshop participant from California who included soze of his

)
d
[

travel expenses in this category. The expenses for the othner 13 parti-
cipants ranged from $5 to $50, with a2 mean expense of $25.15 (these

data are not shown ia Table B). The most c6zmon expenses in the "other”
category were for books and foced.

Eignty percent of the participants indicated that they had not
lost any personal income due to their attending the PZI0-71f workshop.
The information provided by the 8 particpants (20 percent) who did
lose income shows a raange of income lost from $170 to $4,000, with a
mean loss of $1,046.25.

Ninety-£five percant of the participants thought the costs were
small or about right compared to what they had received f:om the
training. In looking at the individual data (not shown in Table 9) it
was determined that the 5 percent who responded that the costs were too
great represenbed’two persons from the midwestern UniEed States who
attended the five meetings at one of the Seattle, Washington, workshops

and who had sustained extreme travel expenses.

35 7 29
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Discussion: Pretraining Haterials. Prior to the first 4-dav

=eeting, workshop participants received descriptive materials reiated

to the objectives, ccntent and process of the FIZJ-II7 training progran
and imstructions for carrying out soze preliminary consulting activities
involving entry into the ciient system. The two Seattle workshops were
also issued a FIT-TII central ideas book with a designated reading
assignz=ent. Two questions on the Fiaél Questionnaire inquired about how
well these materials znd activities provided the participants with

information and accurate expectaticns about the nature of the workshop.

The inforoztion is summarized ia Table 10.

Table 10
Participant Respoases Regarding
- Preworkshop Orientatioa Materials and Activities
Scale Total
Low High _
Question 1 2 3 4 5 N X
Question 3042 5
How successfully they £ 1 5 9 12 13 |4  3.78
provided you with ¢35 %2 g8 83 3
information you needed
£xcellent (High)
vs.
Unsatisfacrory {Low)
Queszion 3082 .
How successfully they £ 6 9 12 b e/ 41 3.83
gave you clear and correct % 109 25 53 32

expectations about the
nature of the workshop»

Unsatisfactpry (Low)

\ e

Please rate the¢ preworkshop orientation materials and
r:

ve Percentage.

2Question 30:
activities £
f = Frequenc
7% = Cunvlat

The data fyom these two Juestions suggest that the pretraining

2

. \ . X .
materials did no¢ completely meet the informational needs of the parti-

cipants. Both qudstions received oaly a 63 percent positive response.

30
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5 ¥

NA

An exanmination of the data by workstoep (zor shown ian Tanie 10) reveals

that parricipants in'the two Seattle workshops resporded more favoradly

than the overall zean on both izems, particulariy to the gquestion on

provisicn of sufficient information. This =ay be due to taeir having

access To the centrai ideas dook as a part of their pretraining

materials. <

Satisfacticn with Overall Trainine

Two questions on tke Final Questionnaire touched on the partici~
pant’s judgzents about the worth of their consulring experiente and of
the training experience as a whole. A third question asked them to
compare the PZIl-II17 workshop with other professional educational .
courses. A final questicn asked how well the workshop had met their
expectations. The resuits are presented in Table i1.

Discussion. There was a high favorabie response to all four

questions, particularly the one concerning the value of the overall .
- Q

»

training experience to which 93 percent responded positively, and the
one comparing rzI7-I7° to previous professional educational courses
which received a 94 percens favorable comparison. Of the participants
responding, 83 percent reported highly about their consulting experience
and 81 percent reported that the workshop exceeded their expectafions,

It would seen from these data that participants in the pilot trials
thought PEZC-IIT more than fulfilled their expectations and provided
then with a valuable consulting practicum and a worthwhile training

experience and these compared favorably with prior oducational experiences.

Perceptions of the Need for OD Consulting

Abilitles and the Ability of PETC-TiI to
5 -

Fulfill This Need - .

’>

in ozder to gain information on the needs in the educé?inﬂg}\_‘~“_

cormunity for internal organizational development capabilities, one

I
*
w
oy

4




Toble i1

Participant Responses Regarding

Sa2zipfaziiss with Cverszll Training

Scale | Toras
iow _ High -

Questitz E 2 3 % 3 6 X X

Duestion 22° R { ]
Exrremely wortkuwhils (Siga) F i 2 S 29 %1 5.61

vs. e r 35 s3 72
’ Sor very woriiwhile (Low)

Question 16° : :

Yery high {High) £ 1 1 1 ) 32 §51 5.53
vs. . o iz 77 I¢ E-24 73
. very low Tilow)

Juestion 17"’ . ”
Extremely valuadle, worth~ i 3 5 13 %2 %3 5.27
while experience. Much o irs 33 23 33
learning 2ccomplished {(digh)

vs.
Arrise value, no learaizg .
2ccompiishied {Low)
£

Taestion 1 . s
Has exceeded 2y H i 2 5 22 i1 451 4.98
expectaticas {Eizh) b1 22 23 23 82 27

vs.
Has ngT coce up O =¥ .
expectations (ilow) l

aea:est.‘.cn 22- Now that the werkshop/eourse is over, Low weould vou sum up rhe

. experiencg?
~ 2% » Fregueacy- - .
- z - -

2% = C:ulative Perceatage. ~

Tuesrion 16: How would you Tate this workshop compared to other professional
education courses you have taken? . )
Questicn 17: In an overall assessment oI your consulting experiecce, was it:
truseszion 1z To what extent has this 1:':::'?.52'199 £fyifilled vour expectations abour
what you personally might ger out of it?

“ 0

question on the Final Questionnaire proi.” he participants' percestions

Hy

of such a need. Two further questions azsked the participaats how well

- -

theyv thought the FZIJ-II1 training would neet this need. The results

ar= found in Table 12.

Discussion. The question on the need for educators with 0D con~

si.lting abilities provided the respondents with four choices raaging

t frem "definitely no need” to "definitely strong need.” There was con-
:

|

plete unaninity among the respondents on this question, with 100 perceat

32 41
e
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Izble 12

Participant Responses Regarding the YNeed Sor €D

Consuizing Abilities gz=d the 2bility of tke FEr0-171
Iraining Progrom o ¥eet This Need

Scale F Toral
iow Higa _
Dueszicon i 2 3 EA 5 8 X x
Question 33% a
Definitely strong meed £ 51 %1 S.00
High) x* i
vS.
Jo opfiafon (low)
uestion 357 4
Txcellent (dfgh) £ i 3 2 29 21 4.53
vs. > > ®2 33 72
Xore {Low)
Quescion 13
High Poreatial (=igh) £ i EA 1% 22 %1 3.29
vs. o4 iy 83 28 52
Low Potearial {Low)

a(r.sestion 3%: Do you believe rhere is 2 need ia the efucational commmity for
educators with organizaticnzl developmenr consuirizg 2biisries?
%% = Freguency.
€2 = Cumulative Zercentage.

estiozs 34 2nd 35 wse only 3 :-;mku: scale.
ﬁf.}uaszm 35: Please rate the porearial of FITL-IIT for oeerizg such 2 need.
*GQuestion 15: Eow wounld you rate it in terns of its potential for organizationsl
iTprovenent?

inaicatirg a definite strong need. Tie questions regarding }Be abilicy
of FZTT-I1T to meet such a need also received a high favorabia response
with 91 and 88 percent of the participants reporting positively.

Based on these data, participants overvhelmiagly perceived a strong

need in the educational community for internal organizational develop-

Dent capabilities. 1In addition, participants believe strongly ia

—
So—m_ wrey

P l-23i"s ability to meet this need.

Bacxground on Consultant Teams and

Their Clieat Systec=s

Through the use of the Initial Status Report, descriptive informa-
tion was collected Ircm the FZI0-IZ7 trainees on the composition of the

trainee teams and their ciient systeas, which part of an organization

[
42 33




their clicat system represented zzd the relatfcnship of mernbers of the

traize2 tezm 1o thelr client system. This informaricn is preserted, by
worxshep, in Tadles 13, 135, 15 z=d 15, pa2ges 35-33. Tadble 17, page 39,
prevides a summary of this informatieon.

Discussicn. As descrided previously, a toral of 30 zrainees conm-

o o -
-

plezed the FZT7-T77 irzining preogran.  They provided consultatien zo 25
‘tiientr systews. Tne rIT7-ITT strategies suggest that consulting zeans
consist of two perscas, and sixteen of the comsulzing grouss (zearly
two-thirds of the zotal) were 2-perscn tecms. The other trainees were
eirter in 3-person teams or acted as irdividual ceasuitaats.

Sizce the purpose of the FZIT-I7I training program is o provide
internal orgzanizational develcpzent capadbilities in the educational

community, it was comsidered prefieradle that the ceonsuiting practicums

reflect this crientation. Ia over three-quarters of the consultanz~

clienr ra2lationships, one or more of the mecbers of the consuliting teen

w2s 21so a zepter of the client s~ .tem's organization. A 1ike perceatage

-

P - - - -
0i the client systems were part of the educational ccomunity. They were
predcenmirantly public school staffs and adninistrators z2ad central ofiice
personnel, bur also included such groups as an a2iternative school systend,

an zdvisorvy docdy in a university library system and waniversity students

in an indepenfear-doctoral progran. Five client systems were social
organizations, such a2s 2 gay rights ccmmittee in Minneapolis and an
" rinna? 3 3 . 1a?t - {n3i 3
educational research aand developzent latoratory. The remeining client
systen was frcm business. In 12 of the I6 client systems, the specific
rganizazional subgroup the consultants worked with represeanted adminis-

tration. & menadminisirative subgroup was represented in eight of the

client systems, while 3ix of the client groups consisted of an entire

organization.

Q 34 -
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EXTERNAL REVIZS

Contained in this chapter is a descript=iocn of the external expert
review. The focus of the evalvazion in this investigation is presented,
-
as is a description of the selection process of mexbers of the Review

2pard. Then follows a si—mary of the reviewvers' written criticues.
¥

FOLTS OF THE EVALUATION
- Py = 2 = 4 - - -
This particular evaluztion activity’ was designed to cbtain
information frea impartial outside reviewers to answer the following

avalvaticn question: -

from the perspective of impartizl ourside reviewers, are the

goals, comtent and training strategies for rE£IL-III adequate

in terns of their significance, completeness, feasibility,
social fairpess, etc.?
THE SELECTION OF REVIEWERS
The reviewers of FZTT were chosen by the nominations of their peers
To be persons experienced and co:éétent in school intervention 2nd cong
suitation. The four reviewers selected werz Gene Mulcahy, Trustee of
the Knox Foundation and former Diréctor of Shanti School, Hartford,
Conrecticut; Ann Burr, elementary school teacher and member of the Cadre
of Organizationai Cozmunication Coansultants, Eugene Public Schools,
Eugene, Cragon; Bunyan Bryant, Assistant Professor, School of Natural
Resources, University of MYichigan and former member of the Educational
Change Tean, Ann Arbor, Michigan; and Bonard Wilscn, consultant with che
Leadership Institute of Spokane and former WIESCO Consuitant to the

Hdinistry of Education, Indonesia, Rhedesia, Panama and the Philippines.

"The external reviz2w for FZ7/-I77 was conducted in conjunction with
reviews for FZI7-7 and FZT7-II. In addition to being more cost
effective, the combined review 2llowed for judgment about the sequential

-

and cumulative aspects of the FZ7 series.

41
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The Review Zoard <as chosen through the nominations of 22 pecple
Involved in educaticnal change. 7o maximize the different possidie
networns of individuals involved in schoel interventicn, a stratified
sazple of noninators was selected from the following sources:

(2) individuals having had organizational development experience as

listed in  ryzizacizw Jovolozmews Zm S27222°2 (Schouck and Miles, 1970);

(b) individuals listed in the directory of the Intaraational Association

of Applied Social Scientists; ané (c¢) authors listed in the ZiZilcarzr:

- -

i

rezmizasional Jkonge In Z27c0ls (Runkel, 1974). The individuals
cozpiled from these lists were placed on 2 matrix of four regions in

the United States and a2 matrix of four institutional affilizations
(university, research organization, educaticnal affiliatien or private
consultant). An individval was randonly chosen from each cell amd
contacted by mail explaiaing the purpose of the Review Board. They were
then contacted by telepnonme to neominate in ranking order other individ-

uals to serv2 on the Review Board. Five points were assigned their

-
* -

first choice, four points their second choice, and so on. The dbject

was t» selact those individuals with the highest scores to be on the
FZ77 Review Board.

There were 98 different ncainations by the 22 nominators. Only
three individuals received recccmendations from two or more people;
those were Matthew Miles, Richard Schmuck and Mark Chesler. Miles and
Scnoucx had been sliminated earlier as potential reviewers because of
earlier or current associations with the FZ77 Prcgram and Chesler was
one of the nominators. Twenty-six individuals were the first choice of

ncninataors {some nominators had zore than cne first choice). Since

the objective o/ selecting individuals who had been repeatedly nominated
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by their peers was nor xet, the Review aggpé’fgglghosen £ren these
25 nezmes to incivde individeals who met the following crizeria:

1. Aa individual with' a craining arnd develorment focus who
had worked with instructicnzal systems in education.
Bonard Wilsca zmet this criterion.

2. An individueal with an educationsl focus who had also
- worked in training and scheol consultation. A&Ana Burr
aad Geze Mulcahy met this criterion; the former working
within the public sector, the latter working in the
private sector of aiternatiwve schools.

3. Ap individual with 2 broad systess change perspective
who had worked im schools. 3unyan Bryant met this
crirterien.

4. 1Ia addition, there was a concerted effort to have the

Review Poard conposed of individuals of differing ages,
ethnicity angd sexes.

THEZ FINDINGS OF THE REVIEWERS

A S-member Review Board met October 20-23, 1975, at the Northwest

Regional Educational Laboratory ia Portland. Participating on the
- . . .
Review Board were Bunyaa Bryant, Ahn Burr, Geune ulcahy and Boneard
Wilson, whose éackgroughs naves been discussed previously. The purpose
of this 4-day conference was to facilitate the reviewers’ preparation
of their written summative reports. They were provided information
abour the training ndaterials znd were given an opportunity to seek
clarification on issues they identified. During the conference,
presentations were made by developers and evalvators of the Iuproving
Teaching Competencies Progran. Several graduates of FZ7L took part in
an information-sharing session. Work sessions also were provided to
enable the reviewers to confer with each other and to compose their
individual written critiques. The agenda and a core detailed descrip-
tion of the activities during the four days are presented in Appendix E.
D1 '
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Reviewers were provided with a series of questicns, inciuded in
Appendix £, to serve as a guidelime for their written critiques. The
guestions concerned the merit and appropriateness of the raticnale arnd
goals, content and training psrocedures of the FIT[ series, and dealt
with issues of the role of the trziner and the identification of target
populations. The following sectiom consists of 2 summary of the four

written reviews. The complete text can be found in Appendix E.

The Raticenale a2nd Goals of the 277 Series

Cilarity. ?hree of the reviewers considered the rationzie and goals
for the FEIT series zo be "very clearly presented...and well defined.”
Wilson, however, believed that the goals of the program lack specificity
due to being couched in instructional terms rather than behavioral terms.

Logic. Ali reviewsers agreed ;ha: the cenceptual logic of the
progran was sound and consistent. There was a belief among the raviewers,

most succinctly expressed by Wilser, that perhaps the PZIT series was

zoo logically ordered, to the poiat where it night not be flexible

enough to be adaptad to a waristy of learner needs and situatioms.

Social Significance. The goals of providing educators with skills

for understanding and working with interpersonal relationships, grbup
procei? and organizational systems for the purpose of effecting
human%tarian change in the educational cormunity were seen by 211 the
reviewers as having a great deal of social significance.

Iheie were, however, several concerns raised by each of the
reviewers regarding issues of social justice that are inherent in the
purpose and implementation of the PZ77 training programs. There were -

four principle concerns: the implicit parameters of the target popula-

tions, the neutral value stance of PZTY, sexist and racist implications

-
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in the materials and potential misuse of iearnings by FZIT graduates.
These conceras will be zmore fully discussed later in this section.

Claims and Disclzimers. Without exceprion, the reviewers thought

the clains and disclaimers made for the FPEIT training progran were
clearly and explicitly stated. Mulcahy further comzented that he
censiderséd th2 claims to be understated, that "the potential and actual,
in the package, transcends the clains made for it.” Wilson iandicated
that scme disclaizers had been given only verbally and needed to be
incivded in the written materiais.

Target Ponulacions

The reviswers agreed that the PZI7 target populations were clearly
icentiiied. They all tookx issue, however, with the parameters set on
these target populatioas. Criteria for particiztion--being in 2
oanager role, having sufficient time and financiazl resources--—promote
a2 highly z:.clusive selection process that results in 2 tendency toward
white, male, middle-class leaders. "'There is no c.,.zideration im the

M : ~ ~ ~
progran for the fact that the appropriate organizational development
consultant in 2 situationr may be a student, or a black parent, or a
nember of the community not skilled in the jargon and concepts of the
educationist.” The reviewers expressed a desire to see that access to
the training be provided for students, community members and all levels

of school personnel.

The Content of the PEJC Series

According to Bryant, "...it is probably one of the best conceptual
and integrative organizztional change and developmeat pieces to date...

the FZ. 7 system was clearly ingggrated into a meaningful whole, inte-

grating skills and theoretical concepts, and activities that went from
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sizple to =ore cozplex." 3Burr, MYulcahy and Wilsen stated similar opinicns
of the ccnceptual content of FITT. However, scme shortcomings were noted,

including the following.

Centeat Insufficiencies. There were reccomzendations from individpal

reviewers suggesting the addition of materials on alternative approaches
to consulting, the process of moving frum diagnosis to intervention and
zetlhods for working with oppressed groups. Burr zad Wilson nmentioned

the absence of ccntent in the affective aress, particularly in the context

working witn a clienc. Said Wilson, "A consultant could graduate froo

o]
[ 1

this progran 2né be unable to help clients deal with values and feelings."

Social Justice Concerns. Two conceras were voiced by the revievers

in regard to the presentation of the content and the neutral value
stance assuced by the materials. The foromer concern related fo sexist
and racist implications. The use of sexist language (the teacher, she;
the principal, he) was pointed out by zll the reviewers. 1In addition,
the settings of exercises  were pofated out to reflect a white and
ziddle~class orientazion to the world. ) e
The second concern involveé the lack of any explicit value positions
presented in the materials in regard to social justice issues in the
ecucational community. Mulcahy remarked, "consideration of {thej social,
ethical questicns of reform and revolution is not forthcoming either in
the rationale or‘the design of the program."” Given thg social inequities
present in today's educational community and the perceived bias in the
selection of PZIC trainees, Bryant and Mulcahy commented on the

possitility of ZZ7C training being used to buttress existing conditions

rather than to change then. .
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Tize a2nd Memey. Although 211 reviewers agreed cost is a major

issue for ail substantive organizazicnal change strategies, it zlso

- >

w2s inrroduced as a limitarion of FZ77.

Inflexibility of System. %hiie on the cne hand reviewers were

izpressed with the systen's conceptual integration and integrity, they
expressed 2 concera that the structure might impede rrainee iearning.
This guestion arose as a2 result of inmput from the FEIL graduates who
acancwledged during the course of training they often were unsure why
certain concepis or exercises were introduced. The gestalt sas
difficult o see uatil cne had cempiered the entire package.

Overioad of Materials. This was pointed out especially in ragard

—mam gy -

to rz.l-._.. Tne developers, however, had made changes in the tining
of centent materials (zailed before and in between rraining sessions).

The training does maxihize time, however, and there is a great deal of

.

cognitive input during 2 short tize period.

+~ 1he Traininpg Precedures of ZI77 and Role of the Trainer

iraining Procedures. 3v and large, the reviewers corsidered the

training procedures to be approprizte. Wilson qualified his support dy
again mentioning the training program's lack of attention ro affective
iearnings, for which he felr the training procedures very inadequate.

-
Role of the Trainmer. The clarity and explicitness in the definition

of tke trainer’s role was viewed quite highly. It aiso was felt that
buliding the FZI7-I57 trainer role of information-disseminator, a
behavior not included in the trainer roles for the other PZIT zraining

prograns, was appropriace in lignt of the extraordinary acount of con-

- - 2 = - - - - ten
ceprual and tneoretical materizl to be zbsorbed by the trainees. .wilson

-

-~
Q
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fzd a reservotion abour this extromenzzerial rele with regards <o the
rossible effects of zraizer inmput "in the case of 2 trairer whose values

n lize with txe values underlying ke progres.”

baﬂ.‘.
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ALTERNATIVES SzARCH
The subject of this chaprer is thke investigation carried out o
identify training progroms which offered an alteraztive experience 1o
FEIo-I77.  The focus of this evaluaticon zcrivity is presented at tke
cursat, foliocgﬁ by 2 descripticn of the metkods used in corfuciing the
search. Tke chapter cencludes with 2 cemparztive anelysis of FIrf-TI7

sith the ideatified alzernatives.

ZVALTATICN FOCUS AND METECDS OF THE SZARCH

The aitermatives search was an activity designsd to answer the

following evaluvation question:
What are the existing alternatives ro FZIJ-IZ1 and how does
FETI-T2T compare to these alrermatives in terms of: target

popuiation, coznteat provided ia the training, workshep
procedures and strategies, expected outcones, trainers and
dissexminarion?®
inizial activities of thie search invoived conducting an ZRIC search;
interviewing professionzis in the field of organizational devslopnent,
process consuitation and group trazining; and consulting professional

educaticnal and organizaticnal developmen: journals and catalogues. 3y

hese z—eans, & l1ist of scme 110 persons andfor ianstitutions were identi-

t't

fied who were doing worxk in areas similar to thosa ia the ZZ77 series.
A letrer znd quastionnaire were sent o these pecple zand organiza-
tions requesting their answers to a series of questions azd soliciting
related written materials produced by them. Copies of the lerter and
guestionneire can be found in ippendix F. Responses were received from

siigntly over "30 percent of those surveyed. Of trhese responses, 12

%Ine alternatives search for FZI7-I77 was conducted in conjunction with
searches for FII7-I and FZT7-I1. This strategy was eaploved for reasoms

-
-~ - -~

of cost-effecctiveness.
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training progrims coald e identified that arpeszred to be in scme wey
comparable to oze or more 0f the FIUT programs. Telspherne imterviews
were ccndscted with these resporients in cases where Iurther descriprive

informzarion was aeef2d.

LIMFTTATIONS 0N ALTEENATIVES Sta=CH

Due to the nature of tte FEI7 training prograxs and to & shifting
of focrs czused dy funding difficuliies, there were 2 nuxber of 1iimita-
tizns to the search for zzd reporting of alternztives. The 1imitations
£ail inrp fwo areas:

Linirations on the scope of the search itself

Limiratioas on the comparative 2nalysis of the zraiaing
systems identified

Limitations in Scope .

Py

Since the FII” :training programs sre 2 process-orieanted approach to
consulting and organizational developrment, the search for zitsrpacives
was limited t¢ identifying training opportunities with similar process
orientatior

Reguests for information were sent to 110 people zndfor institutioas;
responses were received from only 35 people. This by no zmeans represents
2n exhaustive studv. Thar the search ended with this first stsge of
exploraticn was in great part due o a shifting of priorities to other

activities when the progran's impending loss of funding became known.

(31

Turther strategies for the identification process were pianned but not
carried out. These included sending followup letters o noarespondents
from the group of 110 and 2 secend stage of followup centacts by felephone.
Also, furcher investigaticns in the literature and continued interviews

with professisnals in the field of process ceonsultation and organizational




Zevelcprent were planmned; the ifentificaticn o
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the result of caiy a preliminary search.

Liniraricns in the Corparative 2nalvsis

There are three priaciple issues:

1. Disparity of Formats. It is exceedingly difficulir zo
make a cogent comparisca of FIIL-IIT with 2 university
doctoral progrzm or with a 3-day film-cassette and
discussicn workshop, evea when thay all deal with 0D
theory and have other subjects in common. VYalid compari-
sens can p2 mede of target populations, topics covered
aad sech tangibles as these, but nor of tka more abstract
characteristics such a2s cognizive and process ouzccores
2nd cests which reflect varying travel expenses, ané so oa.

2. Svperficiality of the Data. One can assume that a2 3-day
workstop on COD theory is going to cfier less thaa a &4~year
graduate program with 2n emphasis on 0D theory. It is
much more difficulc to note the differsnces betweea two
worxkshops of similar duraticn that claim to cover the szaxme
issues and produce similar outcomes uniess there is a
detailed descripticn of content ard process. The search
did not obtain detailed descriptions; it would have
reguired a zmuch greater experditure of energy than uas
availabie.

3. Cost. Since the Norzhwest Regicnal Zducational Laborarory
does not charge participanis for the training provided in
field rest worxshops, a viable cost comparison and cosi—
effecriveness analysis was not possible.

TINDINGS OF THE ALTERNATIVES SEARCH

The following is a comparative anlaysis of the 12 alternatives and

(]

he FITT training program. The characteriscics of 2ach training program
tave beea grouped in sixz major areas: target population, content pro-
vided ia the training, workshop procedures and strategies, expected
outccnes, tralners and dissemination. Abstracrs outlining this informa-
tion for each system can be found in Appendix F. Also included in

-

Appendix F is am outline of the FZI7 training prograns which describes

ct

rteir characteristics in greater depth.

W)
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Taree of the tweive alrernstive progrics are descrited as bein
stecifically for 2freztsrs in roles comparsble o these for vhich the
FZI7s are intezded. C(rne prcgren is Ifor premaster's degree graduate
studeats. Tour prograrms are described 2s zppliceblie across fields,
specifically incivding educztiovn. Three progrzems are described as
designed for “behavioral sciexnce professicnais™ with zo specific
referexuce to educaticn. Onpe progran is said o0 “tend toward busizess
2ou infusTrv.™

Centent Provided in the Training

€

Two of the twelve alternztive prograzs provide scme skills training
similar to FEI0-I: Fxilles Troimers, but none appear to provide training
2xplicitiy in the use of skilis training exercisss. Six are concerned

th plznded change, small group workx and consuirarion similar to the

i

w.

contear of TEII-TT:  Tomoulziwz. Scme of these seem to include content

———_—

\
izilar to soz2 of the preregquisizs systenms for the FEIC seguence.

(7]

There is sczme exphasis on data gathering and use such as in the Zssciren

P - - -

Coilizivz Froiler EZlvinz svstem. Scme include corrunications and at

least one imcludes material on conflict. Six of the alternative systens

X

are concerned with R?ganizational theory and orgaaizational developrent

practice. OUne is sclsly concerned with a2 matrix —odel for conceiwving

dizgnosis and inzarveng?on.

A -
- - —\ - - - - -
“hile the areas of ‘content focus in the altern2tive systems vary,
%
¥
thev appear to be general?y similar to the FZI7s and their prereguisites.
A

There does seex to be wide'variability in the specific content offered.

~

uite a bit of the content of FZI -7 and FIZT.-II10 seems to be exclusive.

A fair amount of material in zany of the alternatives also sounds

U
te

N
<
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exciusive. 3S.re alterpatives scurd complerentary to the FZ77s while

otzers might serve as reascnable scbstitutes for some prerequisites or
f:r 7270270, Ia any particular case, closer exzminaticn of the coatent
2nd censideration of the training procedures and strategies would need

zo de carried cut o explicare the distincriors.

Xorxshep Procedures and Strategies

Precedures and strategies for the 12 ziternative systems vary
widely. They range frcm a toraily preplanned structure at oze extreme

to a design that was spontanecusly created as the workshop progressed

——rr

atr the other. As a sequence, the FIITs 21so include structural variety,
moving from high structure in FETC-T zo a fair degree of epenness within
experiential exercises and the practica in TZTL-II and ZZ00-I77. One of
the alterngrives sizply provides didacric input on £ilm, plus wrirten
guesticns to guide large group distussions. Several ziternative

sy¥stacs seexm to rely heavily on trainer expertise for content as well

as process guidance. Others ssen more like the FZ77s in using prepared
oaterials for content expertise. Xost are described as placing emphasis
on soze fords of experiential learning. Four emphasize s=all groups or
tesns similar to the FZ-Js. Five stress use of case studi2s. One has

———— -

a practicum iike FEZUT-T1. <COne has a back-home project which scunds more

1§: He Scmsaman Teltind 7 : 5
- Ty g
21K€ Tne &8 2P00 LZL.IZLNs rrollen

cling prerequisite than the OD

tn

ffort of FET -0,

o

Expected Cutccoes

Zarerials conceraing three of the a2lternative sysrems do not
include any statezents concesning expected outcczes. A fourth is
presented as an intrrduction te the field of OD. It offers expectations
of cognitive clarity and 2n increased basis for making decisions about

D. The expected outceczes of a fifth systea depend on how the
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partizipent cuxeup iniluenced the desipn, burt did include problem solving
ccasultaricn skills. The orher seven offer expectaticns of conceptual
understaznding, sxill and scrme experiexnce in OD work. There seexs to be
2 varied cozprehensiveness in the cutcoze of technical mastery of
diagnostic and prodlex solving skills. The upiversity doctoral progran

includes research and teaching skiils. These last two outcomes are

defigitaely not par:t of the FEI systems and rheir prereguisites. Other-

wise, there is a iot of similariry art a general level between the FZ_ s
and the aiternatives. At z specific level, ther2 appear to be many

w—

differences. The specifics of scme of the aiternatives sound more
similar to the FZI7 prerequisite systems, whereas other sound closer to
FETC-T or TEIC-IC. Considering the zmount of training time provided,
acne sound as cocprenensive as the combinaticn of the Z2770s and their
prereguisizes with the possible exception of the universitv-based progran.
Trainers

Three of the twelve zlternative systems are conducted only by the
one or twe specific individuzls who created then. This is similar to
FEI0-I77 training which presently only can be conducted by its two
cdevelopers and one other NWREL staff person. The university doctoral
program is coanducted only by the faculty of that university. Five of
the alternative systens are conducted only by staff of the organizations
where they were created. One is conducted by staff of the organization
where it was created, but the s:aff zenmbers indicate they can and will
train iocal trainers when desired. Two of the systems arz conducted by

a narional network of individuals vho have been certified as capable.

These iast two rely heavily on films, writter material aad group
discussion.

u
F
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Dissexminaticn

The two 2lternative systems xmentioned a2t the end of the precedirg
section ccncerning trainers were the only systers created with the

———

saze 2xplicit intenticn of wide dissemination as were the F=7(s. These

t

ar2 each 3-day sessioss and are correspondingly anarrow in scope of

ozl o

coatent cozpared to the 39 days of FZI7 training. There is probably
scze cverlap in centent with the FZTUs, alttough they sound core
cozplezentary than cozpetitive. The other systems have no dissemination
strategy. cst rely on mailing of brochures or word of mouth for their
Sarxeting. - ]

As zmany as 750 persons are claized to have been trained by 2 of

the alternatives. One of these systems includes 10 days of training;

the other includes 3 days. Another systen clains up to 200 trained,

another claims up o 150 and 2 zore systems each claim 125. Anorher
svsten clainms 45 and another 57. Four gave no indication of numbers
trained. During the past 3 years of development work, about 500 persons
have started through the combination of FZIJ systems and prerequisites
to tne stage of completing FZT7-f. Fifty-one have completed the full
sequence through FZI -117.

Six alternative systems gave no indication of evzluation. Four
indicate that participants fill out self-ratings at the end of training.
For one, participants write out critiques at thke end of training. One
systex clains evaluation has been conducted. Formative and summative

¥ 4
evaluation activities, utilizing a variety of evaluvation techniques,

- g

are part of the procedures by which the PZT s have been developed.
Concliusion

The alternatives search indicates there are definitely training

-

syst«#us in use which are similar and/or ccmplementary to the FEIs and

63 s




their prerequisires in at le2ast soze aspects of their content and
strategies. Most of the Similariries acre foucd in the szz11 grcup

——

training aspects of FE7°-0 znd in the tkheory of and technigues for
organizaticnal development covered in PZI7-I77. OCnly one indicates a
differential system for diagnostic and interventicn analysis such as is
found in FZT7-II.  This systen uses a three-dimensional matrix coxbining
diagnosis with inrervention. A fair amount of the content of the
alternatives scunds more descriptive of the prereguisite systems than
the PZ77s. With the exception of the uvniversiry-based program, z=ost
are =uch shorter. It should be noted that several of the systems
covered soze materizl no: contained in the SZ77s.

Use ¢f the alternatives is controlled by their creatros, even in

the case of the two created with a dissemination network strategy ia

oind. Very iittlie formal evaiuation is indicated as compared with the

developzent work done on the PZ77s and their prerequisites.

in summary, it appears that process training is Zncreasing across
the United States. 1t tends tp be costly. Cnly the university progranm
and the FIT7 combination seen cooprehensive and integrated. Some
Syst2ms present options not covered by the FZT7 coobinations. There is

also nuch which appears unique to the ZZ£77s.
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SIMMARY AND DISCUSSICH

in this final chapter the zethods of the evaluation are briefly
reviewed, rasults of the evaluation are applied to the evalvation
questions znd conclusicas are discussed. In addition two recozmenda-

il

ticas thought to be helpful to the developers of FZ7[-II7 are listed.

REVIEY OF METHODS

This evaluvation submitzed the pilet version of the F=if-I:i7f
instructicnal systexm to :gree tvpes of evaleation investigations. Tour
workshops were corducted and information was collected froz %41 of the
50 trainees regarding their judgments of the quality and efficacy of
the instructional svstem and their perceptions of its reiewvance,
vtility and overall value. The instructional system was given to four
i=partrial, expert reviewers zad they were asked to nmoke judgments
about the significance, cozpleteness, feasibility and social fairness
of the system’s goals, content zad training strategies. Finally, 2
search was concucted te identify existing alternatives to FEFC-TI7 and
to conmpare FIT-IIT to these alternatives in terms of the following:
target populaticn, content provided in the training, workshcp procesdures
and strategies, expected outcomes, trainers and dissemination procedures.
The primary audience for all evaluation zctivities was the system

developers win desired information to use as a basis for making

subseguent revisions.

DISCUSSION
Ten major evaluation questions provided thz focus for the overall

inquiry. Originally presented in this report's Iatroduction, these

65




cuesticns are repeated for the reader's convenience in the section that

follcws. After each guesticn is a summary of the inforzmation collected

znd analyzed in the evaluacion.

Question 1:

Question 2:

Question 3:

58

ERIC

Aruitoxt provided by Eic:

To what degree do persons trained in FEIC-7I7 during
the pilot trials perceive the content, materials,
activities and structfure of the imstructional systen
as deing of high quality and effective?

On several questicnnaire items intended to ceasure
trainee perceptions of the content, xaterials, activ-
ities and structura of the imstructional systen,
respendents reported moderately high or a high degree
of positive regard. Using the two hLigh poiats on a

5- ot b6-poiant sczle as an indicator of positive
response, 83 percent reported that the workshop
presentation was clear, 91 percent reported the content
as appropriate for their experience, 81 percent clzinmed
the materials dexmanded original thinking, 86 percent
said the materials were interesting, and 55 percent
reported the materials to be free from jargon. A
similar positive response was observed conceraing the
activities and structure of the imstructional system.

To what degree do persons trained in PZZ(-~IIT during
the pilot trials perceive the training as being
relevant and useful? 3

0n several guestionnaire items ir.tended to measure
trainee perceptions of the relevance and utility of
the materials and the FPEIC-iII: training, approximately
80 percent of the respondeants reported a high degree
of perceived relevance. Respondents’ perceptions of
the usefulness of the ideas and learning were not
quite as favorable. Sixty-eight percent reported

that the training provided real "how to" help, and

78 percent said the learnings would be immediately
usable.

To what degree do persons trained in PETC-II7 during
the pilot trials perceive the goals and objectives of
the instructional system as clear and significant?

A high percentage of trainees in the pilet workshops
reported that they saw the goais and objectives of
PZ7C-IiI as clearly stated and of importance. Eighty-
eight percent responded positively to the question on
clarity and 95 percent said they believed that the
goals and objectives were significant and important.




Question %: 7o what degree do persons trained in FEIL-IIT during
the pilot trials perceive the training as being
valuable in relaticn to costs incurred?

Of the %1 respondents in the pilor trials, 95 percent
reported that the cost of acguiring FEI(-I77 training
was spall or about right compared to what they had
received freom the training,
Question 5: To what degree do persons trained in FZI(-III during
the 5!10t trials perceive the pretraining materials
as being adequate and suffi_ient? -

- On two questionnaire items intended to assess the

affectivzness of the pretraining materizls in terms
S of their adequacy and sufficiency, only 63 percent
of the respondents reported them as being adeguate
or sufficient.

Question 6: To what degree do persons trained in FET(-I77 during
the pilot trials report satisfaction with the training?

On four questionnaire items assessing trainee satis-—
faction with FEFL-IIT and the overzll training
experience, over 80 percent of the respondents
reported positively oan all items.

Question 7: To what degree do persons trained in FPZTL-II7 during
the pilot trials report a need for OD consulting
abilirties in the educational community and to what

)

extent can PEIC-I’71 meet this need? J

Of the 41 respondents 100 percent reported a definitelw
strong need for OD consulting abilities in the educa-
tional community. Over 90 percent of these szme
respondents saw PEI(-I7I as having high potential for
fulfilling this need.

Question 8: What type of people acquire FETC-IIT training during
the pilot trials and to what type of organization do
they extend consulting help during the practicum
experience? .

Descriptive data obtained from PZ7[-III trainees
showed that a-high proportion of trainees were experi-
enced educators in staff or administrative positions
in school districts. Over three quarters of the
trainees worked with client systenms of which they
were also a member. .

Q
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Question 9: From the perspective of “ixzpartial ourside reviewers,
are the goals, content arnd training strategies for
FIT0-ITT adequate in terms of their significance,
ceoplereness, feasibility, social fairmess, etc.?

In an outside, expert review of the FEZL systecxs,
reviewers for the most part comxended the instructional

_ systea for clavicy of goals aad the soundness of its
concepteal legic. They did raise several coanceras
regarding the social significance and fairness of the
instructional system. These included: the implicit
parameters of the target populations for which the
systen is designed, the neutral value stance in regar
to important social issues, the sexist and racist
implications of some parts of the materials and the
possibility that the learning accrued to PETL trainees
could be nisused.

Question 10: What are the existing alternatives to PE7{L-II7 and
how does PETC-IIi ccapare to these alternatives in
terms of: target population, content provided in the

- training, workshop procedures and strategies, expected .

outcenes, trainers and dissemination?
Tiwelve other training progrzms were identified as
alternatives or critical competitors to the FEZIC

- instructional system. Target populations, content
provided in the training, workshop strategies, expected
outcomes, trainers ana dissemination procedures varies
greatly across the various alternatives. This along
with weaknesses in the sedrch for alternatives made
critical compariscns in terms of outcomes and costs
igpossible. )

pretie g

ébNCLUSIOﬂ .

in general, the information collected in the pilot evaluation of
PECC-IIT speaks favorably to the quality and efficacy of the imstruc-
tional system. Participant trainees in four pilot workshops reported
very Zavorable reactions toward the instructional syster and the
training they received. Four expert reviewers, for the most part,
concluded that the instructional system was clear in its goal and
consistent in its conceptual logic. A search for altermatives did not

T

produce any competitor exactly like PET7-777 and when comparisons were
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- onsn

=2d2 Serween slternatives fdentified 2s tlcse corpetitors, ZE7 was

shown o e consideradly more comprekensive in its scere. ~
Two majer wezknesses in rthe inst-ucticnal system surfaced in the

ccecs of cenducting the pilot evaluaticn. The evaluators reccmmerd

these be tcosidered by the developers as they work toward revision and

nal versicps of the picduct. COre, trainees reported

that the prerraining matrerials ard strategies were insufficient ro

tzomplish the zask of acquainting rhen with the instructiocnal system

]

and {or assisting them in acquiring z client systen for their practicux
coensulring experience. The developer shenld pay particular attention
to this feature of the swvstem and expand the nucber of materials and

experienc2s provided o trainees prior to the first Zormal workshop

ceeting. -
“v
iwo, the developer should heed the critigcism expressed by the TS~

expert review panel regarding the sexist and racist implications of the
instructional system and issues of social equity. This may mean that

s¢zme portions pf the iastructicnal systenm should be rewritrten to ceat

-~

it also may mean that —ore meaningful disclaimers zbout the purposes
ard strategies of the instructicnai systez should be developed. Arother
stra‘egy would be to develop ways that various groups could adopt the

L] » ’
ozterials to meet their specific criteria for social fairness.
- Subseguenat tc the collection of information for this report but -
pricr to forzal publication, the developers have taken several steps
responsive to the two recermendarions discussed atove.
First, the developers have develored a new set of ins;ruccionzl

gy
o

ed at helping trainers becoze muie familiar wich F577-777

7]
cr
"
%]
[nd
13
['5]
[N
b
7]
fu
h
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=d adept ar ccguiring a client systex for their practicun experience.

. -y
-

A moncgraph coasisting of case studies of five past FIT7C tesms azd some

of tke prodlexs they experience also has bteen written zz=d will e

incicded as study mererials for prospective SITC-ITT zrainees. Tte
effectiveness of the new strategizs 2nd materials remain vskoown until
further use azd testing cccur.

Second, the FEI T system bes tesn sutmitted terxieasive editing

and speciai attention has been paid to changing lznguvege that may be

sexisr Or racisrt in irs implicarions.

W
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&pperdix A:

STACES OF EVALUATICN AND PRCOTLUCT .
DEVELOPMENT OF THE IMPROVING
TEACHING COMPETENCIES PROGRAM
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Tae menapwwent plan for the Improving Teaching Conperecncies
Progrom divides tre worx flow for the develropment of 23 instrpctionsd

svsten into five thases: 2Planping, Pilor, Interim, Field Tes: zrd

casists oI cerzain Zeva2loprent, evalvaticn cnd

e
[ad
::a
il
it
1 ]
&
.
e
bl
"W
B
1
s

eld relations activities that culminate in 2 milesrone repor:.
The range of activities asscciated with feveloping an instrucciczal

SysTen are diwvicded ir five major categories: needs, cdjectives, product

develcpzment, testing ard izplemenzaricn. Tnese activities are par-
titirned azong seven funmcticnael areas including management, develcopment,
field relations, dissenmination, formztive evaluaticn, internal summarive
evaluation and external summative evaluation. The marrix is rot

necessarily prescriptive nor a2re the evaluaticn zelationships zmong

peing develored and, occasionally, due zo style preferences zmong work
vnir teams. Tor more specific and derailed state—ents, refereace should
be made to the development and evaluation pians and decuments for each
worz vait.

Ewvaluation dififers according to each phase of the developzent.
uring the initial phases, evaluztion focuses on formarive issues and
provides iniormaticn prizarily for systenm deveappers. During the
lacter pnises, the exphasis is on summative evaleation which provides

.
inforzation and judgzments for potential users of the sysrem. This

-

3hift in =mphasis is illustrzted in Fizure A,




»
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Torcative
FCLLS
Gr
EVALTATION
Sumrative
Developzental Phases: Plannioe Pilpt Interim Field Ourcome

Tne foiicwing paragraphs describzs in general zerms the ways
develosrment a2nd evalvation activities are organized for each phase of
preduct developzent.

Plznninz Phase. Ia this phase, several key activities provide the

Iocus for effcrt. The initial conception of the propoéed instructional
s¥vsten is descrived along with its intecded cbjectives. 4 nmeed for the
proposed systen is documentaed, zné svidence provided thar adeguate
ceaceptualizations and instructionz] strategies exist or can be developed
feasibly for the proposed training package. Initial development,
evaluation and dissemination plans are produced, as are tixeliines,
staffing needs and bDudgets.

Pilor Phase. In this phase, a2 prototype of the instructional
svsten is developed and tried out on 2 small group of users from the
rargetr 2roup. OGbjectives of the system aad entry conditicns for
parcicipants are clarified. Progran evaluators provide formative
evaluation information £o assist developers with revisions. The infor-
maticn incledes nbserver and trainer assessments of participant iavelve-

=ent in the activities, mesasurements of participant satisfaction with

Wil

e 1Y
f
«J
W -




the content, strategies and urilicy of rke swstexm. The worksbilit

I'z

of the actrivicies, the logic of cthe content and the quzslity of the
teaching 2ids and materials zre also assessed at this phase by the
user grorps. Descripticn and preliminary assesscment of trainee
puicomes ar2 initiated.

The coiiecticn of inforczcion regarding the marketabiiity and
costs of the instructicnal system comrences during the pilor phase as
dees the docurentaticn of the develcopers’ claims regarding the intents
of the swvsten in coxparisca to existing alternatives.

Interin Phase. During this phase, the instructicaai system goes

through one or more cycles of revisicn znd z nearly finished product is
compiered. 3y the end of this phase, the appropriazeness of cbjectives
has been dezermined, statements of bbjec:ives finalized and instruczen-—
tation to zeasure these selecrted or devaloped. For instructional
systexns reguiring a2 workshop format, specifications are determined for
desirable workshop cenditions and qualificaztions for effective trairers.

— = -

ine major focus of the evalvation activities for this phase is on

cenfirmation of the swstem®s ability to produce specified short-tern

outcomes and to test the workshep conditions, traimer qualifications

le

and dissemination feasibility. This may be accomplished parrially .
v = - - 1" - . . PR S, | : 3’: e
thrrugh coaductiag a “criterion worushcp designed to resemb-? closely
|
the field conditions. The basic decision served by evaluatioé is
whether the instructional system is ready for internal summat

L~
®

b

evaluation and adegquate for comprehemsive fizld and outcome testing.

Fieléd Test Phase. 1Ia rhis phase, ninor revisions are made va the

instructional systen and a product close to finished form is expected

to exist. Also, in this phase, an internal summative evaluation will

69
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Ti-ierz cutcemes of trhe imstructicnal svstem.

(Y]

SITH3 £n ssbeessment of sh
Speciiicclly, this means firding answers to questicns regerding koowl-

rowth and participant performance

) . s . . .
“Cgv, -wareness znd attitudinal

ity

chaage that can te expected as 2 resulr of active participatien in the
s¥stex's training éesign under f£isld cornditions with typical trainees,
trainers and workshop sertings. Variabies related to probdlems of
installaticn and dissemization may also be examined ar this point.

Cutcone Phase. During this phase, which may occur sizultaneously

with the previous phase, the imstructionzl syster is finished ard
internal summative evaluvaticn will assess the system’s ability to

produce, not only specified shorr-term outcomes in terms of participant
satisfacticn, xncwledge, awareness or attitudinal gain and performance
change, but also transier, retention and impact upon secondary audiences
such as szudentsﬂ?né/or pears. At this point evaluation plans are made
for external summat’ve evaluaticn studies such as critical compariscns
between the ovtcezes of the instructional system being evaluated aad

outcemes precduced by other relevant treatment efforts. ZIxternal

su—mative validations of the product are alsp ccopleted in this stage-

70 _ r7
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TERSICN A Nere
Svstem FZ7 =177
Trainer
Site
Date Sex Age

BACKGROUND QUESTICINAIRE

1. EOME MaILING ADDRESS: Street Phone
City Srate Zip
{This is necessary for NWREL to acquire
followup iaforration)

2. WORX ATDRESS: Streer Phone
City State Zip

3. 2R0Lz: Give your position and then check appropriate space below:

Position:

Preservice trainee Teacher aide Other (write in)
Inservice teacher Supervisor or

sdninistrator Coordinater Muitiple roles
Teacher (please 1isr)
educator

4. YEARS EXPERIENCE IN EDUCATION: Check appropriate space below:

. -0 4-6 ___10 pius
i-3 ___7-10

HIGHEST DEGREE OBTAINED:
- BA MA Doctorate

(V]
‘e

6. INVOLVEMENT IN OTHER ¥WREL INSTRUCTIONAL SYSTEAS: {Check + if
D ant; 0 if trainer)

fu
1 e
(34
e
[g]
Y
‘0

s

Iateraction Analysis ___Iaterpersonal Comuunications
racilitating Iaquiry ___Interpersonzal Influence
_ Higher Level Thinking __ Group Process Skills
___RUPS <. __PEC-1
___SAFE ’ FIIC-II

Conflicc-Negotiations

7. BRIEFLY DESCRIBE YOUR PRIMARY CLIENT SYSTEM (lome, etc.):




8. WHAT 1S YOUR ROLE REIATICONSHI? TO THE CLIENT SYSTEM:

External
Interaal

if internal, please explain role relationship
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10.

Please do
ot write
ia chis
marain

SACRGROUID {TZSTICNNAIRE
Nzoe
Eome Aldress: Street fhone
Cizy Staze Zip
Work Address: Street Phone
Cicy tate Zip
Age:
i-2
Sex: (1) F o (2) M
3
Position: {1) Teacher 1) Prizary, 1-3
4=5 2) Administrator {2 Elezentary, %%
(3) Stasf (3) Jr. 8izh, 7-9

{3) Other (specify) (%) Sr. High, 10-12

&) 3S/3A
(2) . Ms/¥a
) £4.D./Ph.D.

H#ighest Degree Cbtairped:
b

—

Years rxperience: Teaching Adoinistration
-8 9-10 <
Staff work Consulting
i1-12 13-14

WWREL Instructional Sysrems Previously Attended:
{Indicate with a (1) "S™, and a {2) "I", those systems where you
were a Studear or Trainee, respectively.)

15 Interaction Analysis 21 interpersonal
16 Facilitating Inguiry Comzunications (IPC)
a7 Higher Level Thinking 22 Research~Utiliziag
i3 Svsten Approach for Probiexn Solving (RUPS)
Education (SAFE) 23 Group Process Skil
13 Conflict-Negotiatioas 2~ PETC-I -
20 Interpersonal Infiuence 25 PEr-IT
(1?1) 26 boracye 83

Additionai Training:

. In addition to the systeps listed in Question 9, please indicate

below all other training experiences you have participated in
related to organizaticnal development, coasulting, or problem
solving. Please specify whether you participated as a student
or trainer, when the training tcok place, and what the general
nature of the training was. (Iaclude courses, workshops,
practice, on-the-job trainiag, etc.)

)
A

1-2

7-8 9-10

11-12 13-1%

15 16 17 18
N S B |
19 20 21 22

IS O
23 26 25 26




11. Consulting Experience: Pilesse do
not write
Iindicate below your censuiting experiences over the in this
past five yesrs. Do mot include consultiag which margin
was only done as part of GPS, Z27°-T or FETL-IT
training.
27-29 Approximate nuzber of clients a year
27-29
39-32 Average nunber of -daws 2 yezr spent
consulzing
‘ 30-32
General type of client system (or list
range of clients worked wizh):
General nature of usual coasulting problenm
or task (or list range of comsulting
’ rasks worked on): N
12. Dzte: / / 1975 ) 1t 1
33-3% 35-36 37-38 33 34 35 36
13. %orkshop: (1) Seatrle A
39 {2) Seattle 3 37 38
L1
39

¥ = column number, X = value
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DOCUMENTS RELATING TO FINAL
QUESTIOKNNAIRE

PEIL-IYT Tinal Questionnaire-
Letter to FEZ7-IIZ Gradudtes——
Open-Ended Responses from

Final Questioanaire




FTINAL TUTSTICITALIRE

wrreshop: Seattle A S5¢atzie 3
2 (1 23
Zate:
Z-11
A. T whar exzent has this werkshop fuifilled rour expectatiens about
what you persocally might ger put of 122
- i. Sas ot coze Eas exceeded =y
- 12 uop ooy ! ! ! 7 ! / expectaticzs
exzectations A 2 3 % 3 ) -

Thisx Ior 2 oomear 2bout =he informarional materiais, practice
« exaercises 2z =e2thods used in this workshop.

All 4n 211, bow

- weuld rou rate them? {CHECE ONT Z0X IN =Zacd LINE)
3. Only ceszated Offered cew
i3 or provided insights, dew
whar I already / H 7 i jvays of viewing
zoew > 1 2 3 A s 6 old problexs
-~ “. Spoxe-to Missed the .
1s  dmporran: irporrant .
- issues, vizal [/ 7 J i i J/issves, vizal
concerns 5+ 3 < 3 2 i cozcerns
5. Eard Clear, concise,
15  ooderstand, vnderszandable
complex, full  / M ’ J ] {
. cf "jargom™ 1 2 3 4 5 6
.» H. 12eas, sxiils, ~Tsage would
if =cettods can de require changes
- uses izmmediately in ccnditions
- under existing / ! 7/ / Jthat I have no
conditions ) 5 4 g 2 1 coatrol over
; 7. Liztle "how zo” Provided real
17  help for mv "how to” help
actual gToup H / / / / /for my actual
wOrk 1 2 3 % 3 5 group work
- 3. ¥arerial Magerial failed
15 =zaintaftned =y /77 4 [to iaterest ze
iarerest 5 5 - 3 2 1 -
9. CTexzanded ouch De=anded 0
. 1% original d / 7 / / foriginal
thinkin 3 5 4 3 2 1 thickiag
>, o
_ . 89 -
O
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[Please 2o

zor write
in chis
rarzis
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\~
10. ZPraziice Practice
=2  EXrICiSes Wers exercises vere
of iittle or ’ ! ' / / / ¢ of great valae
oo valze” p - 3 - 3 & -
11. Sessiom 1:oe -
21  was well ased Tize in the
i ¢ ! 2 7 / I sessions wzas
5 5 F 3 2 1 waszed
13, Strooture ase- Too szrucrured,
22 fal, promored r_ 4 / ! / / / dlocked lez2rai-g
iearzi=g 5 b 4 3 2 1
13. Salzed new izarsed nothis
23  insights about new 25ouT my
=y style of ] H 7 i !/ 7/ style of
comsulting 5 5 < 3 2 1 czasulting
1a. Allcowed zize Did sor allow
24 for reflectien tinme for reflec~
abour seif and tion 2bour self
, personal growth Y/ Fj ! ]/ i/ J 2zd personal
5 5 i 3 2 i grovzh
€. Coasifering this workshcp as 2 rraining progran f£or colleges and school
24stricts—{CUTCK ONE SPaCE FLR ZaCH CUESTION)
15. Eow would 703 rate ir in terms of its potential for crzanizatiopal
25  improwvement?
iow potential j T ! ! i ! / Hizh potenzial
i 2 3 3 5 6
16. Hew would ou rate this workshop compared to other professiornal
25  educaticn courses you have taken?
Very Low [ ] i i/ ! i/ J Vezy High
1 2 3 EA 5 ]
n. Ciasciting with a Client
17. 1Ia an overall assesszea: 2f ¥our ceasulting e-perience, was it:
Exctrexely * Little value,
v valuable, zo ilearaing
worrhwhile accomplished
experfence. )
Y¥uch learning /i 1/ / / 7 / f
accomplished. 5 5 4 3 2 1
what aze the zajor factors coatributiag to your assesszeat?
18. uka: were the specific learaiags for uru as 3 result of yeur
zonsultiag experieace” .,
1 80 .
< 8 .
ERIC *
-

{olease 20

not write
in this
=argin

L1
0

L
23
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13. 2riblexs zrise 1m almost every cozsalting erpesiezce. Ehat sors
2f oroblems, if imv, 222 0. emeouster®

Iz all BLosesty, how much Zo vou plaa o use the ideas, skills zndjor
=2zerials presesred is this uorkshop 25 a2 integrzl part of your
werx?

-~

20. Exremsivelr , / !/ 7 7 / Xor 2t 211
z3 5 5 < 3 2 i

21, Zow do you thizk this workshop experisace wili e of wvaiue o
¥ou in tZ=e fgturse?

Sow thar the workshop/course is over, bow would you sum up the
experience? S

Piease Zo

oot write i
£ this i
. zareis

5L

22. Now very [ ) 7 7 7 / { Zxtremely 1 1
28  wortiwhile i 2 3 % ) 5 worthvhile 29
22. unhat are the major facicrs contributing IO Tour assesszent?
24. %hich of the following costs did you incur cut of your owa pocket
in order to 2ttexnd this workshgp? 2Please estimate the amount.
5 Trayel costs 30-32 1
3 Roor and board 33-35 30 31 32
3 Iuition or fees 3£6-38 1
5 Other expenses (please specify) 39-L41 3333 35
1 I I T |
3€ 37 38
I S |
33 30 3

25. Did you give up poteatiai income in order to attend {e.g., orher
jobs)? .
-- t
41) So &2
23 Yes. I yes

£3-%

please give =2a estinmate of how much §

e

E-4 <

25. Considering the costs (e.g., sonetary, tize, etc.) that vou

=5 iacurred iIn orier to attend this workshop, how do you feel?
1) The costs were oo great comphred to what I got out of ir.
123 the costs were aboutr right for what I zot out of it.
(3) The costs were scall compared to what I got ocut of it.

~déitional comments:

)

A

)
I I T |
43 4 45

F )
(o))
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Please tate the > 275 i sifezsicas for: -
3. Clarizy
&7 Needs
Zxcellent Goud Satisfacrory Imgprovesest Trosatisfacrony
i 2 3 3 5
5. Significance/Izportasmce
. - *
=3 Seads
Zxcellent Socd Satisfacrory Qz;roreme:: Tasatisfzcrory
1 z 3 EA 5

Wi\l

lsase rare the workshrp sowszows:s  Skills, concepts, principles
=2 valves foz: -

2. Approrriateness for your experiezce tond uaderstanding
o Xeeds
Excellent Gocd Satisfaciery Improvenmsant Tasatisfactory
1l 2 3 3 5
a. Relevacce for leaming o be a comsuizasnt
T Needs
Zxcellent Cood  Satisfactory Inprovemen: TUnsatisfactory
i 2 3 4 3
c. Tlarizw of presentaticn and definftiom
51 Xeeds .
Excelient Good Satisfactory Izprovesent Uasarisfactosy
1 2 3 4 5

d. Pazsincav {(lizrle or rzo ualizportant or nor usef-i materizl)

P Xeeds
Txcelienr Good Satisfacrory Improvesment Uasatisfactory °
1 2 3 4 5
2. Pracrical significance for successiul ceasuiting
33 Needs
£xcellent Gocéd Satisfactory Ixprovement Unsatisfacrory
1 2 3 4 5

Please rate the worxshop mi:2sis/srrzieries prereleres for:

a. Appropriazeness for learning to e 2 esnsuitant

P - Needs
Zx¥ellenr Goea Sarvisfactory Ioprovexent Unsatisfactory
1 2 3 4 5
5. Practical usefulzess ia learniag coasulting skills
35 Needs
fxcellent Good Satisfactory Izprovement Unsacisfactory
1 2 3 4 E
c. Zffi (eat uge cf tine
% Needs
Excellent o0d Satisfactory Izprovezent Uszatisfacinry
i 2 3 4 5
g, L]
* ' J

{ Plezse 4o

act wroite
in this

i =arein
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P.olse TITe INe 7TCE
ir:
a. Eow suzcessfiully
37  zeeled

Zxcellear Good

2 2

b. Bcw sucressiully
23 abocur the nature

Excelient Good
) | 2

Wiil vou Zave th
toosaltizg Tauzkr in

o (Why?)

Yes {Do vcu expect to €o so?)

STESUuIT sTientatiss msterials zoni 2ctivities

ther provades oo with informatios vou
Xeeds
Sazisfactocry Ixprovemea: Tnsatisfaczory
3 3 5

ther gave ¥ou cleasr acd correct expectations
of the woreshcp
Needs
Satisfaczory Isprovemear Unsatisiaciery
3 4 5

sppoTrunizy o actually do the kind of

- wma
P~ T

Plezse 2o

niry

Uncertaia 1?

lease explain)

> -

Do wou thizk time commizments and prereguisites for =TI

are exctessive?

(1, Yes, dafinitelr;
{2; No, ther are

Sid wou need «he approval or release of 2 superviser in;
to attend tnis worzshep?

vrganizatics

1f so, would vou =iz

{3} %0 strong opinion edither way

could t

2 e reduced somexhat
Sexardizg Sut

=ecessary

& §f we were to Comtacr thar person about

his/her pexceptisas of FII-I0

.

if po, please orovide a aszme, position and, if possible, 2 phoeze

nunber ur Siher Teans

oo vou believe there

»f gomzseting this person.

is a neei in the educational commanity Zor

educators with organizaticaal development consulzing abiliries?

check

o

' pefinitely strong need
Prodably soce need
robably not much nead

>
(<)
(3)

(2) Definitely zo aeed
) «d opation
Please vate toe potential of FECI-IIC for meeting such 2 zeed:
firzie ane: Ixcellent 722 F2ir Ponr lione
3 % 3 2 i

=cT «Tite -

in this

L
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Laboratory TUIIR Secondves me S and ey FTIL- Toepmnne 201334

Juiy 21, 1975

Zuring the past year, you were involved in FETC-ITT: Orconizaoiicral

TZ
Zgrslrpmens training. The FEIC-IT systenm, developed by the Northwest

Regicnal Educarional Laboratory, is going through the finai stages of
evaluaticn. Ia order to complete :Hls project, we need your heip in
coliecting soxe finai informsztion. “se would appreciate your cecoperation
in supplying us with this inforzzriom.

-

Eaclesed is a questicnnaire which asks you to rate various aspects of
the workshtcp, its strategies, content, process and applicadbility. it
also asks for informaticn on the costs yvou incurred while participating
in the workshop. The questionnaire reguires approximately 20-30 dinutes
o cozplete. We ask that wou £ill cut the form as completely and
honestly as wou can. Ail responses wil: of course, rzmain condifential.
%“e have enclosed a prepaid envelope zddressed to the lzb to aid you in
reterning the questionnaire to us.

¥ou hzve any quéstions, please feel free to call (COLLECT) David Grezen
(2033238-6872 or Dick Arends at (503)248-5852.

[ A 1Y

[V IR

Thank you for vour cooperatica.

Sinéezely,

. —
Richard Arends, Senior Asscciate
Ioproviag Teaching Competencies Progran

David Greem, Staff Specialist

22/8G:s
Inclosures

35
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z

Tzesticn
In cn overall assessmeni of your cconsulting experience, was it:

(8-poinr anchored rating scaie)

% =

" QPEN-ZNDED RESPUNSES

17

Extrexely valuable, worthwhile experience. Yuch learning
accozplished

iittle valve, no lzaraing accecplisked

the major factors contributing to your assesscent?

Respense

(v 1Y

O

o

wi

[« 1Y

Llearning group shariang and assistance.

in additien to my personal learaings, the consulting experi-
ence during FITC-IT5 resulted in a new program for oy clienc.
The progran includ2s 8 paraprofisssionals in a training

progran/working progran with a2 §12,080 budget.
Made numercus changes as resuit of sessions.
Little actual contact with client.

There is no way 1like doing iz to learn how-—learned trexendous

gmount about myself and consulting and OD and orgaaizations.

I believe that the practicum experience was absolutely .
esseatial for the learaings to have occurred which did for ne.

I've used zuch of what I learned in a consultant role. The
entry preccess was of significant value.

Opportunities to share experiences with client, with learning
greup and trainers and receive feedback. Simply the opportunity
to practice coasulting skills.

Learning how to make entry in ov own organization during 2
<risis pericd. Having five people in the organizatioca who had
considerabls amount of experience in OD.

Learned by doing. Mistakes I nade were extremely valuable for
personal growth.

The consulting experiencs provided a =eans to test out

srrategies, planning, sxzills, etc., without this experience
the FXT7-717 prograo would have been of litzle value.

89 . 87




Qresticn 17 {Continued)

Zataing gescense

3 This was due to an overload of perscnal commitzents as z=uch as

the Fz77-710 worzshop. My personal limitations zc fully
pursuing oy consultaat/client relationship and thereby reither
reallwv satisfying oy client or myself as a consultant. Diffi-
culty in assimulating the buik of FZTL-I77 data as imzedizately
useful. Linited professional opportunity.

The client really wasn't ready for what we wanted o do.

™

in the words of cne of =y frieads, "Reality is often a jab im
the ey2 with a blunt stick.” My experiences puactured cost of
oy ovths about consulting, clearing the way for a core mature
approach te it. %nat I learned during mv experiences provided
- =e workabile materials for building that approach.

O

8 Each of the parzies to the contract followed through. Client
group situation was cooplex and challeaging--we were able to
intervene in a avnber of differeant ways. ¥Yorking with Tom was
izportant to me.

5 The organization of informztion needed by an OD consultant.
The cririque and intergrcup experiences. 7The focus on a real
client system. The help of the zrainers.

3 Pifficuity in securinz client systenm, then client systen turred
t to be a group rather than an organization. Minimal trust

berween client system and one member of sur team. Client systen

primarily politicai group rather than educational. We did not

do our best for them and we didn't help them much.

My rating is based on what I observed happening in the

: District...and is continuing to happen. Also, the greater

awareness of my influence, strength and weaknesses--when I can

be nelptul and whea not!

I

Content new to me. I found it very worthwhile. Allowed time
in sessions to digest content and applv it to one's own
situation or consultation style.

e ]

The experience I gained. The positive changes manifested by

the ciient systen.

6 for thq'college; our tezn gave them valuable information. I

think nuch of next year's administrative-faculty action will -
be based on findings we presented. e gave guidance in .
reorganization. OQur college has a loang way to go, but the
Adoinistration is moving and has plans for next year.

us

A
X
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Reszonse

[}

wh

[V 19

(V1)

[¥]]

I~

Ut

Tezn —exber. Clienr system, (people involwed). 43 iot more
could nave been accorpiished uvnder different circuzstances.
However, just that knowledge gained made the experience
werthuwhile.

My tream merber helped e with new perspectives. My client
{organization) was alreadv quite effective and efiicient:
2uth and Rens are highly zotivated and task oriented. The

-~
-

structure of FETJ-I7T7 was not so restrictive.

Competence gained, know I can be a successful 0D consultaat.

-

feedback. Very supportive climate.

Opportunity to translate theory inzo 0D work. Plentifui

I wzs able to relate orgenizational actions to a cognitive
svsten—uaderstand and predict what was happening (the reaction
of Seattle schools) when crisis of any fzilure occurred.

Provided procedures (zatrices) for diagnosing and intervention.
Doing is most izportant. You really find out how you operate
and how client responds in real situation. Far better than
sizulation.

Allowed me to use @y learaing style {with do-look-learn) and
to clarify those learnings.

The project allowed us to formally begin a 3-year project ia
our district. It is now legitimized and underway--entry has
been gained! Some structural change has already occurred.

fxperiznced directly much of what dealt with in training

sessions. s

Opportnity to do work with client and them have worksnop as
procedu-e for several months. Teax work, learning group--rZI7
trainer with group entire time was a real plus!

3

ot get into work with consultees enough. ¥ot enough

Dig t g i
tment from client.

i
cenm

"}

Consultation with client became togged down. Valuable learning
zane through discussion in learning group about pitfalls in
consulting with client. Know what to do anrd wnat not to d¢ in
2 similar situation.

Support fron LG, client withdrawing during the course of
training, CIB and training desizn.
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Ratinz Respoase

fuestiocn 17 (Continued)

6

F 23

wi

{ -

Cb§6:zunicx\:o share experiences with others. Confidence in
- o -

trainers and rescurces, rs=ierences, £tc.

Limized time. Artifical. Had ro seek cut clieant, which didn’c
aliow time to cozpletre consultatiecn process as would have 1liked.

Over 100 nicurs of work with the client system afforded rany
challienges, experiences, opportunizies. %We had a good support
base with our T.U. and lezrning group and trainers.

This is 2 new experience and my cnly consulring experience has

~

teen in relaticn to ZEZCT.
Application of skills, theory, etc. in practice situation

(i.e., experiential) provided direct and useful feedback not
possible in l2b or lecture setup!

Saw insidz of large organizaricn. Observed frem initiation of

new representarive groups. Observed administracive reaction
during crises as well as observing on tuildiag level.

Cuescion 18

whar are the specific learnings for ycu as a result of your coasulting
experience?

D
(]

increase in oy znalytical skills.

The perspective of logcking at a total organization through its

functions and uperational characteristics. 4lso, a lot more

understanding abcut the coasultant's role, especially a more -
facilitative outlook. =

Learned to consider owna biases miuch more seriocusly. Care in
planning intervention strategies and consicdering their consequences.
Evaluations of functions and how to identify with some precision
growth in those functions.

That I 2lready knew core than I knew I knew. Put into cognitive
frape what I had been doing "off the cuff.”

That one aeeds a po&er base for influencing organizatica to change--
eitner ligit or export or referent or something. That I OD is not
an area of great expertise for me. That organizatioas .ced to see
themselves as needing halp and change to consult with thnem. Ways

of diagnosing organization, ways to intervene much more.

An OD consultaat can only facilitate chaage~~the members of thne
organization nake the changes. Line managers must have OD skills
ané knowledge if significant changes are going to cccur within the
organizatien. .

9%
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Cuestion 18 (Continued)

Concepts of organizarional LZezlth and streagth. Diagnosis, daza
collection, interventicn stratejies. EZntry strategies.

Ioportance of entry and how to design more appropriate entry
strategies. Data collection—-importance of and specific tocls,
technigues. Identified hazards of which to be aware.

-
Learning how to diagnose and gain entry ia oy own organization,
realiziag the problems inherent in an internal consultant's role
and learning how to apply lezrnings to different settings.
Entcy procedures. Gozl setting. Necessity of knowing the client
and planning every step. Many others.
I learzed the definite necessity of thorough planning for iater-
ventiens, when dealing with a ccmplex system especially. The
value of a thorough debriefing and record keeping.- My need to
work in a tean situation or to use other consuliznts’ reactions—
rezlity testers, etc.

{

hart I am not persomally capable to serve as a consultant at
resent, and that I have to beccme nore professionally oriented
in oy approzch to coasultation.

o)

e}

client prepsration very important.

L d -
First, success in coasulting demands a definable rationale for
every decision. I must know what I'm going to do, why I'm going
to do it, what I expect to achieve, and how I think that’s all
going to happen. Only then can I assess and evaluate what
actually does nappen. Second, I have a2 lot to do. My sharpey
impressicn in this respect is that consulting requires consi<tent
eifort over a long period of time to achieve results. .

That organizational structures and norms are really binding but
“that it helps to have in wmind a concept of maturity and growth
to gain perspective (knowledge). That I, as consultant, need
to confront more actively, I tend to be more indirect in my
interventions (skill, value issue). Tolerance for ambiguity is
an igportaat trait for a consultant.

Developed assessment skills and tools. Developed a sense of the
"wholeness"” of an orgnnization systen. Developed specific
strategies for change. Developed an understanding of the
cultural background in education.

Diagnostic tools and value of same. Understandirg of 0D involving
structural and normative changes, rather than just substantive.
lleed for efiective entry/exit strategies. Constant monitoring of
censultants needs and motives. Wwhen not to use 0OD. How to explain
D to 2 non-acclimetized person or group. thiversal Traveler. New
roles and new value for team work, etc.

95
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Cuesticn 18 {Continued)

.
Yost significant--probadly the walue of careful PLANNING. Found
the interventicn thecry forzat very helpful...also havinz the tice
availaple, & very cozpetent tezn rmecber and perceptioas of L.G. in
regazd to cur plan. S

How carefully a training progranm needs to be instailed within a
systea. The iSportance of a clear initial coasulting agreezent.
The izportance of being <directly involved oneself in initial
agreezents about consultation or training program installaticsn.
Consideration of one's consulting style(s) in relation to the level
of maturity and stage of growth of an organization.

That persistence is a good trait for a consultant to have. That
@ client day balk at following through in pronises wmade.

i have a new picture of what I should be doing as a consultant.
I have a developmental philosophy ¢f organization development
xhich I did not have before. I am finding the matrixes good for
organizational application and also for me as a consultant. My
skills have improved *izmensely.

Strengths and wegknesses in skills means of approach as a womasn.

Timing of contacts in client or poteat®al client system. Impor-
tance of Dx and adhering to readiness levels of client systenm.

That OD is a complex aznd lengthy task. That the client must be
cornitted. That coatracting is a very importaant part of consulting.
That change is slow.

Diagnosis sharpened. Interpersonal skills sharpened. Knowing I

-

an influential and have impact. :

3
This is a beginning,I need to commit myself to ongoing professional
and personal development. I need to work in a team. Learning can
be very exciting. I want to become a full time ODC. :

How an organization at opinionated maturity phase immediately

regressed to stereotypic phase when disrupted by any failure;

I was able to negotiate conflict and exert effective influence
in ongoing work situation. .

.

Problem definition. Action techniques. Acquisition of skills.

1 an no longer reluctant to do ODC work because of the experience.
Gained confidence. 1I see how very important the extensive pre-
planning is--and that you get resulcts if you take the time to
diagncse and plan. It isn't easy but it is rewarding.

Clarify ODG/top management--I learned they maybe one in the same.
Proactive learning is real. Skills increase (group--design, etc.).
Conceptual power increase (OD--schools linkage). ,
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I don't want to be a2 skills trainer with =y own client a2gzin.
DIC*s —ust work in teams with ar least 2 mexbers. 0D technology
is stiil very young and undeveloped. OD work and training is a
part of management traiaiag.

Zehaviors zre quite predictable under given circumstasces.

Ways of dealing with problens that were brought to learning group,
€.8., techniques of confrontaticn, what I mighc have dore.
Evaluvation of design, interventions.

Different approaches. Lots of what not to do.

Ability to express self in srall group. Appreciation of teaawork
approach. Need to be more confrontive. XNeed to tazke initiative—
not always mainctain counselor role. Aliocatz more time to zezn
2aintenance.

-

That I need te grow in understanding and skill co deal effectively
and affectively ~ith organizations in crisis.

Gain in confidence. New techniques and strategies of intervention.
Inproved skills ir diagnosing, analyzing.

zperienced process of consulcing. Learned by experiencing steps
n entry, diagnosing, etc. mini scale.

Kty

Selfi-confidence. Importance of clear ceatract in entry. Cognitive
leérniggi about leadership. Group process experience. How to help
a groupg¥set up their own agenda. What team work is all about.

I have more skills than I realized. How to make betrer use of
available rescurces. Adjust @my maturity to level of group.

Entry problems and experience--need for specific explicit expecta-
tions—-written in contract. Personal, behaviotral feedback--teanm
Jaintenance. Experience and growth in goal definitions, problenm
solving, analysis. Need for involvement and/or support from power
administration in organization. -

Reaction of systed im crlsis at various levels. Reaction of newly
formed representative group. Positions taken in that group by ia
and out groups (how that changed with crisis). How risk taking
varied wich the nature of the group the representative came from,
etc.

K‘
\
9
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Question 19

Problems arise in alrost everry consulting experience. What sort of
problems, if any, did you encounter? )
"’
The tizme sequence in working w iz h @y client, i.e. the ead and
beginning of school year in the middie of the project.

Entry problexms that recccurred every time, I thought they were
solved. The rols confusion of ny clients developing the fact
that I an aa intersnal consultanc.

Dara bacame out-oi-date so gquickxly. Continually wanted to do
what I could do well rather than what client needed.

My partaer became the consultant and I became a coasultant to him.
de were working with volunteer organization so didn't have clear
visibility of client at times.

Had difficulty oaking entry. - - .

Entry. .Support as internmal consultant. Menmbers expected "expert"

skills from practicum tean. i

Lack of accurata data. Could not establish a firm relationship
with client. Client took one full year zo decide to improve. .

insu ff nt dJdata before making intervention. Time constraints.
= Comnitaent on the part of client (some members).

.
s

Gaining entry--coping with problems of which I_was in part
responsible. . .

Basic problem was that the client said one thing about wanting
change, but all behavior pointed in opposite direction.

‘ The clients lack of ccmmitment to the project (consultation) as
witnessed by their not taking time to prepare for meetings--reading
cur reports, etc. Deciding ways to confront the client constructively.
As a2 consultant team we met with difficulty in maintaining a solid
working relationship with out client. We werzs also beser with
internal personal conflicts as consultants which were deletarious
to optiouxn effectiveness. .

Partner too far away--didn't negotiate contract with client very
well.

- Legistics: My partner and I were separated by 100 miles, and the
client was closer to him. His expogure to the client inflgenced
his approach to the situation beforé I was introduced to tHe
experience. We had to deal with a client which was always in the
exit position with regard to the consulting relationship.

i
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Tzesticn 19 (Centinued)

Qur recnm mexber dropped cur. Gerrizmg hooked inro the section
lecéer™s prefarced strazegies Too much.

I was a consultant to =y orgaaization which ctensisted of myself
acd ctne otker perscn. ?Problexs arcse arcund <ho was the client
and =Lo was the consuitent.

Apparent difiicuizy in getting support for our PEIC-III work from
«ur worashicp frainers and scze other participants. Difficulcy

in getting critigue assistance for cur efforz from two mecbers
vho had valve precdlems with our cijent systen. Feeling on par:
of traimer that we were zot ready for PETC-III. Made it
gifficulr ¢o a2pprozch client with confidecce.

Tezomate and I havicg tize to éo adegrata planning. 3As we Peccme
aware of value, we ser dates before leaving Seacile.

lack of a2cceptznce of some crucial zdéministrarors z2bour the
PEIC-IIT practicum experience. Great difficulty in defining 2
¢client group.

Tne issue of gerriang the client zo own responsidility for scme of
its stortcomings. Gaiaing acceptaance as socepne with scme skills
to offer.

I was not as visidle as I would have liked to Deen. OQur tean did
oot move as rapidly with workshops, seminars, and me.tings as I
would have lixed. The president did nor want this ané I had a
fe2lirz tne faculty would bhave cobjected. We worked the

matrixes and tried zo determine things but a 1ot of the tize we
were unciear about strategzy 2ad failed ro think in terms of many
vears.

Readiness level of client. Reorganization--teyond ocur control.
Spiintered group. 1Illness aand distance.

Lack of tize to devore to the client.

ilow awzreness of client systen. ™Part-ticze' nature of OD
consultation.

-

Didn’'t pay enough attention o teamwork. Need ro continually
clarify expectations. XNot well enough inforred on the literazture.
Missed opportunity o Influence by not aoting or staring norm
breaking of zroi* which precty much kilied "collaborative planning’
goal/precess of cliear zroup.

How to sort out 511 the data and where to begin.

.

¥v reluctance at first was a problen. Tne difficulty of the client
wanting to know exact putceme and the problen of looking at us only
a5 facilicarors rather than experts with answers.

S)'? 95
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Luestion 19 (Contizved)

Prcblems related to: {a) hisroriczl blockages in system, (3) lack
of experierce in skills/xrowledge of PZIC z2rd (¢) my alloccation of
gnergy in setting.

Inzbility, tc ger good aznd coxpretensive organizational assessrent
dara. Tize to work on the project in the real setting. Dealing
with late adoprers is tough.

Timing, i.e., we didn't always do the right thing ar tke dest zinme.

Resistance from clieng. Lack svpport from administration in any
real sease. Zxergy, March through June tire span gives too littie
tixe for any major changes-

Yoncommitzent of client. XHeeping 2 client. 2Dezmonstratricg exzcugh
skilis at deginning.

Cisent who was passive—aggressive. <Client termipated duve to levy
failure 2ad each of energy and motivatican. Frustration with
inability to expand client systex:.

Ciient apatay aad uitimate termination.
Limired tizme frame fo thoroughly plan, review references, etc.

In es5:3dlishing working relarionship with a client where needs were
identified or heip was sought.

Didn't have a clear agreezent with oze greoup what we acd they
(2) wanted, (b) methoi of intervention. I perceived uneasiness
within me aand grecup in dealing with results of the questionnaire.

Iidentity of client. Nature of ciient's goals.

Problens arising from crisis resuiting in levy failure, i.e., con—
fusicn, apathy, anxiety--less than usual commirzent to change
originzily identified. e

The issue of power and how it was to be used. Sharing of resources.
Planning break down during crisis.

Cuyestion 21

How do you think this workshop experience will be of walue to you in
the Ivture?

95

it has sharpen:zd =y skills in many areas.

I an continuing to worxz as an internal consulitant and will use the
infornmation aad learnings extensively. I attended an 0D 1ab for
2 week this su=mer and felt that oy experiences there were —uch
richér as 2 result of PEIC-III. :

. 95
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Tiestira 21 {Contizued)

contineally £ind I use doth styies of plarning arnd languzge
lparned in txe weorxstop. Assize this will coatizve. I happen to
worx with severzl othkers who have zt2ken PEIC a2nd we plan together
in the sryiles develcped ar worzsZcp.

(2]

nd

1 have been using the ccocepts in doing cecasulting so xoow i wiil
te of coatizuirg value.

In working with orgenizations 2s 2 mecber to increass tleir hezlth
from inside. {Understarding orgznizatiocns aund efforts to make
changes in tZen, their probiexs, how they operate, what can go
wrong, etc.

PETC-I1I put the v=brella over ail oy previous training experiexces.
Iz was the “peak experience” of my prafessicnal caresr upoa wdich

I constantly refer bock o0 a2nd grow frocm. I feel now char T will
ase o my fullest 21l of my experience.

i've been using the skills and information consistently since the
workshop as an €D and staff developmeat ccasultant. Mest of the
work has been in staii devsiopzent where many of these same skills
were =ost helpiuvi.

In oy dey to day work I censtantiy use the consulting skills
iearned and plzn o continue and mcke even more extensive use of
skills.

I plzn zo concentrate on 0D as z2n zrea of focus in the next few
kA

years. 1 plan to form ODC zeazms with 3 or 4 other OD consuitants
to carry out OD work in educational organization.

I wiil use the ideas, —ethods, efc. to further my own personal
growth, and o help others gain insight and learn new skilis.

it has alrzady helped ze in gaining entry iaro significant cliea:

sSysten as an organizational consultant. There is potential to

builé fron this clisnt svstem to others. The knowledges, skiils, -
strategies, 2ic., are invaluable to oy present and future work.

This questicn seexs to be dependent upon what my future will be.
At this point, the usefvlness of the workshop experience is nil
due to rcopant unexployzent (aine).

Mostly, the knowledge base will be of value.

It appears that I will —ove into a management role in =y joo. 1
will use oy experiences and knowiedge in executing that role. I
2lso internd to consult professionally. 1In this regard, ay
experience has been an irvaluable aid.

Current, and for the next 2 years, I'a directing 2 Title I1I
sroject and will be using an OD fra—ework on tane 3ob. My plans
are to ccntinue in consulting work--either inside or externmal--and
do suzme research on 0D work.
97
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I have used the idezs, torls, =o=uals, etcs. iIa several comsulzing
experiezces sizce-

T will be serving as an exterral censulrant zod staff traizer for
~any orgenizazions in the educatiopal, service, end cuitural areas.
zay als> become 2 staff €D speciaiisr for a mzjor zmedical center
2re

o i N

Believe much of the learmings and experiences have beccme 2 par
f =2 znd as such are used deily in oy a2éministrative scTiv i:i.s
at Touglas.

0

Gives me a different {additicnal) ircce of reference for locking at
organizaticns and their developzent which will be usefel in future
coantacTs with organizatic

Gives —e scxze aéditicpal viswpoints on tiow to do coasuliing work

wirh a client system.

I 2m arplving to the army to join their OD group. I zm changing

=v approach as coasultanz. I 2z working to get soxe small schoois

': o 0D. I would 1ike ro provide then services as an CD consultant.

I zer the superintendent aad pricipal from.... We are working
sczething out. I 2x working on a state grant (really federai

zonies) to begin next yezr with a large South Dakota school district

in OD.

Znowiedge, insight gained——be more prepared to confiront ard deal
with ccoplexities of orgenizaticnzal consulting, 2lso more
ccnfident.

+

Ir »ill neip with the diagnosis aspect of consulting.

To train the system. To provide for own continuous developzment.
Opeas up new possibiliries.

This will be extremely valuezble to me--1 intend to spend nDuch
zore time studying the saterials and to form a permapent learaing
groep with other PETC~III participants for growth and support.

In being a core effective group cecmber——group leader—-and in vnder-
standing/predicting dehavior of groups. Opportunities as a change
agent are now linited professiocnally since I've teen RIFed and am
returning o school.

Yy experience was nainly as an inside consultant. I found that
experience to -y liking and I find it coofortable to continue in
that manaer.

Teel 2ble to deal with problems in a constructive manner and work
with different types of peocple in groups or organizatioms to nake

operation —ore positive for all.
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I hzve a2 Terter urncerstandingy or arpreciarion for the rime it
tazes 1o aifect change and 2 higher respect for varicus difierences
in perscoal needs relsring to the process of chacge.

As 2 superintenient—-instailing PCDS, PEIC. As a censultant/
trainer fsT mozery. As 2 continuous learner.

¥2s, a5 I reflect tack vpoz it and continve to review, integrare
=d 3pply the theorw and procedures in the real organizaticn.

Whatever other skiils a persen may have will require the suppor:
of organizational sxilis for best level of functioning.

in job, as faciliraror, chaage agear, coasuizant.

I think txe experience has iIncrezsed oy zotal skiil bank and
confidence thereoi that it is an extrece value tha: with sere
=ore integration ir will sigaificantiy influence oy future.

Training wiil erable me to ccnduct workshop within oy work
sitvation. 2y be useful as part of skill pool of student service
workers. May use o buaild own business.

iz serves as a basis of a decisiozn to zmove teoward greater
invoivezent in long-tern consulting activities.

i have develnped z long term OD consultan:t role with high scheoel

"3" complex staff and plan to expand to includz A" corplex staff

to rezch over 100 staff merbers within the next 2 years. My OD

interventicns, it is hoped, will De seen as a success medel that

can and wili te dewveloped in other schicols, the regimnal —

adainistrations and the central office stafi. ’/—~,/’,’w
f

I remain a counselor will use dailv in work with principal znd

taff. May conduct independent training sessions for interested

Broups.

]

Personal growtn. As a classrocm teacher. 1In group process and in
helping 2 group get a tdsk done. Mavbe 2s an 0D consultant.

Itz depends on my work assignment. As 2 classroom teacher I can
use many of the skills, but will not have z great deal of
opportunities for consultative experiences.

in consultant type activities with future organizations or groups
‘for when I will work. Broader understanding {cognitive) or
orz2nizations and complexiry of change.

o
ted issues. I could be involved in z formal or
inforzal way depending on the nature of =y position and the nature

'
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Qresticn 22 .

Xow rhat the workstopfcourse is over, kow would you sum up the
experience?

{b-ppint acnchored rating scale)

Zxtrecely wortkwhile

]
i = Not very wortihwhile

Ceestion 23

¥hat are the major factors conrributing to your assessment?

Question 22 RQuestion I3
Ratinz Respoase

-

B i have a2 better background for furzier work as a coasuitant
aad more rasources Ircem which to draw.

ine do-look-learn cethod meximizes results. Workiang with
£moryl?.no is a2n iavalusble experience in itself. The
results were valuable for my client and for xe.

[= 1

5 Developed usable skills at wecrkshops.

Never had OD put together with so nmuch understanding defore.
Have a2 cemzeon experience with oy coworkers in TENT--which I
consider extrenely wvaluable personaily, professionaily.

(%1

6 The perscnal learning-self learning. The experieace in
trying to help.

The deg* 2 to which T draw from ny 2xperience in workshop.

[+

(13

Mostly in terms of the help I received in improving staff
developrent skills. ZEntry - data gathering - diagnosis -~
workshop desiga.

valuable post graduate experience

6 This is by far the most
i i alzost completely applicable to

I have had in that iz
ny assignment.

The skills acquired will be of extrexe value to me. The
- cognitive growth in teras of new concepts and applications
will be of tremendous value.

[»

6 Personal growth. Professional growth.
5 See number 17-21 on previous pages.
It has given me insight into specific, direct problenm

solving approaches, which can be both perscnally, and
professicnally usefuil.

wi
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Tuestions 22 and 23 {Ccatinued)

Cuestion 22 CQuestion 23
Rarinz Response

4 700 Tuch structure in program.  Knowledge material
excellent—3icw commit=ent Dy scre pariicipants.

All previous statexments 2pply kere. 1In zaddition, the
workshop spurred =y eanthusizsn abour deing iavolved in
thie consulting experience. The experience of working
with Ruth z2nd Rens, a2s well as the rest of the group,
was sinmply fantastic. :

[\ 1Y

] Practicum sxperieace. Theoretical framewoerk is useful for
ze and =y werk. Do-look~learn modei. Working with Ruth
arnd René.

6 It put all the training I've had into 2 complete focus.

6 Preparation for oy career work in staff, managerment and
organizational development. Graduate credit. Potential
for being actually heipful to the orgaemization I work with.
Personal learning and intellectual growth. Materinls and
resource tools.

Finding it valuable in my day to day work. Also, feel it
has strengthened the organization I work in to the point
of operating in a2 —ore coordinated manner.

[+1Y

3 The content of workshop was invaluable. Eowever, some of
the exercises within the workshop and the time sequences

aliotted zo then were of less walue to z=e. 1

5 Ccapieted the PODS pregram. Cained adéitional experience
znd skills as an 0DS.

6 No co—ment.

.-
5 Matrerial. Knowledge and manner of trziners. Workshop
formar. Fellow participants.

3 So much time spent at training sessions. Group members
who were having unsolvable problems. Tne success of our
tean. So much travel and expense.

b Own growth. Getting to know other trainers. Getting to
xnow Ruth ané René--iantastic people.

6 Learned 2 grea: deai. Grew personaliv. Really enjoyec
the f2lizw

) The total (all prerequisites) experience hangs together
cognitively for me. Also I have confronted and dealt with
oy own skill refinements and feel more ccmpetent.

Q 101
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Ouestions 22 and 23 (Contizueld)

-

Cuesticon 22 Questica 23
Rzting Respense

5 FZTIC-I:7 sorz of rounded our my experienceftraining in
coasultation from individual to organization.

6 Good feelings, increased decoamstrated skiils, geod friends,
feeiings of accozplishment and it will continue.

Learaings (see #18-21). Value restructuring. Joy from
being part of this beauriful experience.

o

The structure aand theory are wvery useful for conceprvalizing
organizazional development work.

[« 1Y

The nixture oi cogaitive and experiential learning.

i

Brought ideas and concepts together Irom other labs.
Reinforced learnings, gave feedback to me personaily znd
as consultant.

[ 1

[ 13

Zxtrece gained knowledge of OD. Extrexme gained knowledge
of skilis. Extrece gained confidence of skills and self.

O

Excelleat trainers throughout. More than adequate
mazerials arnd rescurces. Feeling of group that has
devaloped over time. Support of colleagues.

) Adility to apply concepts io 3 variety of situatioas, e.g.,
nonschiool populationsjorganizations. .

Strength of trairers. Responsiveness and support of
parcticipants. My confidence in NWREL materials.

LV}

Azount of time speat was great—-wonder if learnmings could
have happened in shorter pericd of time using different
strategies. Need experiences with opportunity to put
learnings irto operation.

F XY

T 6 See #i. 3Because of the learning experiences.

6 New kncwledga. lNew self-awarness.
44

wn

Cognitive and experiential learaiags already cormented on.

I think I have had a number of experiences that have
improved ay confidence and skill ia dealing with groups.

wn

.
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forn 2
PIIC-IIT Log
1975 Version

Please £ill out the following form as you begin wvour consulting
activities in order to describe your initial view of thg client group.
The consulting tean should ccmplete this f;rm as a group efiort and
submit it at the end of the workshop. The foré will be returned to you

by mail after a Xerox copy has been made.

Consultant’s name:
Title or name of client group:
Number of people in client group: -

What is the purpose or fuaction of the client group within
the organization of which it is a part?
p

If an organizational chart exists that shows your client's
place in the organization, please enclose a copy. If a
chart doesn't exist and it would be helpful to us in under-
standing your client, please provide a simple chart that
shows your client's relation to the organization of which it
is a part and your own place if you are members of tha
organization.

What is your organizatiomal relation to the client?
The client is (check one):
part of my own work unit
part of a different work unit in the same organization

a member of a different organization (specify):
other (specify):

Date of initial contact with client:

106
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Fora 2
PETC-IIT Log
1975 Version

Please provide an overall summary of your initial assessment by
completing the following:
Please describe the general situvation as you begin to consult

including the client group's primary tasks, difficulties, and
strengths; and your probable role and primary difficulties.

Please state your goals for the clients.

Please state your assumptions and probable strategies.
. %
S

106 10%




Appendix E:
EXTERNAL REVIEW DOCUMENTS

Review Guidelines and
Preconference Correspondence
Description of Review Ccnference

Activities
Critiques by External Reviewers




ERIC

Aruitoxt provided by Eic:

I zn= pleased you will be part of the Review Scard for the Prerorirg

Tiuzazicnzl Training Corsulionis (FEZC) Coaference in Portlznd, Oregon,
£roa Ceroter 20 thrOLgh Cczober 23, 1975.

Eaclosed are materials for your iInformation; first, 2 brief description
of FZI77 as well as descriptions of the other instrucrional systenms
edicators coxmplete prior o becoming 2 FEZIT participzpnr. Also enclosed
are the guidelines for your written cz;t1que as well as 2 roster of
conference participaacs

first iew days of the conference will arzuar11v te devoted to having
vou becoze thoroughly familiar with the goals and procedures of FZI7 as
cell as briefing you on the other prereguisire imstructicnal systems for

- ——y

FIZ” trainees. The developers as well as sozme FEIL graduates wiil nmake
presentations and be availabie to you as resources in preparing your
reviews. During the last few days there will be continued cpportunitiss
for discussion zmong tne Review Board aad the developers and thers will
De tize designated for vou to prapare your wrirten crizigue. Tais
critique will be part cf the final report for the National Institute

of Zducation.

'.‘.v‘

h’

¥

"

Reservaticns have been made for you at Riverside West Motel whick is
only 2 blocx awayiirom NJREL for Sunday, Octeber 19. If you will
inforn =e of yourl\arrival zime I will pick you up at the airpor:.
Pliepase contact me af oy home in Eugepe atout your arrival time or any
other concerns.

ock forward to a gocd exchange of ideas.

3’2
Y
Pud
[
oud

Patricia A. Schouck, Ph.D.
Sesearch Associate

1956 Fairmount Boulevard
Eugene, Orewon 27403

{3033 343-7.25
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rt Review Cuidelires

g

The purpose of t¥is review is zo cbrain experz opinicn of tte meriz of
the FIIT series of instructicnal systems. This informaticon will de
presentaed as part of a2 techknical repcr:r to the Nztional Institute of
Tovcaticn.

After reviewing all three systems, please write 2 critigus that addresses
each of the quastions outlined below. The critique need zot de limited
€0 these itexs but clear judgrent of merit, positive or megativs, are
needed for each guestion.

1. %hat is your expert opimicn ccncerning the merit of the raticnaile
and goals of zXe F=I7 series. Ccasider:

a. clarity

d. 1logic (conceprual inregrity)
c. socizi significance
d. «herther izporiant clains and disclaimers have been mzde explicit
Do yeou have any recommendations?

2. Have the target popuiations been cleirly identified?

3. %hat is your expert opinion conceraing the cerit of the content of

the instrvctional systen? Content refers to the skills, coccepts,
principlies, values 2nd issues that are the subject of the systen.

Please respond generally considering the content as a whole zzd
noting exceptions when appropriate.

Please coasider the following criteria:

z. ceonceptual adeguacy

b. theoretical significance
¢. practical significance for successful consulting

d. eopirical justification for consulting practices recormxended
e. clarity of definizion and presentation

£. appropriate ecphasis of content eiexents

g. adequate integration of content eleceats

h. parsicony

i. ‘sufiiciency

Anyr recomzendations?




E
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in gezeral, are the FII -0 trainizg procedures appropriate for

Idi,

the system’s purgoses, coatexnt 2od intecded pepulaticen?

2=y recorrendaricozs?

Is the role of txe frainer clear and approprizte Ior such an
insrructicnal program?

any recemmecdatioans?

Discuss any positive or negative side effects you might expect
from the system.

Discuss any additicnal strengchs or wezknesses of the system
in terms of ycur own criteria.

11
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For the follcwing guestisons Izogine that core of vour ciZenr school

-

1

svstexns is coasidering using FI77 to provide an inrernal cemsulting
orzanizaticaal developzent acnd training capobiliry. Pleass frzme your
zuswers in tkar oootext.

1.

In your repor:t o vour client sysrem, you 2re asked to compare
FIT with soxe orher prozren which you aze familisr. Tke client
syvsten is interested caly in progrzms for providing them with CD
znd training rescurces. %hick systenm would you use for the

comperiscn?

Ticle

Author

Pudlisher

Why did vou choose this systen?
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% would you recommend your cliear systen select?
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3:30 -~ 10:C0

1060 - 12:C0

12:00 -~ 1:00 2.4,

1:C0 - 2:00 .M.

1:30 ~ 5:CD 2.M.

2:00 ~ .
3 Tresdar, October 21
Yorning

nednesday, Octcber 2

—— vy fo vy e g &
FITT REVIEN COUFETENCE AGENDA

feviewars nmeer Par Schmuck znd Gary Miiczarex =t
SUWREL for informal inmrroducticns.

Iaforzmal coffee with ZZ7.) Reivew Coafer=nce
partisipznts.

Information meerizg.

Chic Jjung, Director of Program, to give dackgrouzd
pont-af

zad purposes of ZEIL.
Gary Milczarek, Zvaluator, to go over fvaluater

Guidelines and clarify expectations for Review
product.

th Tzory and Reré Pino, Developers, to preseat

an overview and Xey aspects of FEZIC I, I and il
A walk through the iZastructional system.

Lunch

Reviewers meer with Gary acd Part to assess problexms

and ser up procedures to facilitate the Review
process.

Open

Open

Reviewers meet with FI77 graduates. Specific
ccntent and arrangezents to be made with Reviewers.

This meeting will take place in a nom» and de
followed by an informal dinner for 211 coaference
participants.

Thursday, crsber 23

eitie

|

22
Open
Sc=e kind of review surmaryv with developers.
Scrme xind of conference evaluation.

Sc=e xiné of clecsure activiry.
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Northwest

Begional

Educational

L zboratory 7 5.5 Seiond meeruge Pt and. Jregor STII8 e Teephone TIF IL3-TELL

Seprecter 23, 1975

3y now you should have received my letzer, the contractz, the brief
description of FE7L and under separate cover, the entire ZZi{ package.
Since the package weighs 2 lot and is incoaveanient to carry, we wili

have another cne for wvou in Portlarnd. .

Ye see the purpose of the PZTL Review Conference to facilitate your
rask of writing 2 summative review of the T=Z7C instructional svsten.
Furthersore, w2 understand the enormity of the task we ask——to review
a systen requiring several weeks of participant cccmitmeat. Therefore,
we have left much of the conference tize open so it can be arranged
according to yrie® needs to get the job done. We believe certain
decisions counld not be made without consultation with you and other
reviewers since you know how your tice could be spent most profitadly.
#

*fe hawve arranged a minimim of pre-planned activities that we think will
be helpful to you. Although there are only three meetings planned oa
the Review Confereace Agenda, the developers will be available duriag
the whole conference period. It will be up to you to determine how
zuch dialogue and interaciion you wish to have with then.

Included is the a2genda for the ccnference as it stands now.

Azain, please let me know your arrival time and I will plan oan neeting
you.

Sincerely,

Patricia A. Schouck
Research Associate

116
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EIIC Conference Participcnes, Portland, Cregen, Octcher 20-23, 1375

Ann 3urr, Ziementary Schrol Teacher, mexber of the Czdre of
Organizaricnal Cozcunication Consulrants, Eugene, Oregon

2unran Brvant, Asscociate Professor, School of Natural Resources,

.

University of Michigan; forcerly —ember of the Educztional Change Tean

Gene Mulcahy, Trustee to the Xnox Foundation, Assistanmt Superintendent,
Hartford Public Scheols; forcerly Director of Shanti School, Hartiord,
Concecticut

Zonard Wilscn, Ceasultant, Spokane, Washington; forzmerly ULNESCO ;
Consultant for ifrainiang and ceover of Huomsn Develcpment Imstitute,
Arlanza, Georgi

——
—-

FI7 Developzent Stafif

Charies Jung, Program Director
Ruth Ezery

Readé Pino

Richard Arends

¥illizn Ward

John Lohman

— sy

£X7T7 Evaluarion Scafi

Gary Milczarek
Richard Arends
Parricia Schouck
Jane Arends
warren Bell

-
-

Sz Graduates

Ton Wilison

Jin Forneris
Cecelia Toopkins
Walr Stickel

ERIC
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Descrintion of Review Conference Actrivities

(R 1Y

Tn the first day the following pecple made presentations zbout

——
-
-~

_. anc the review procedure:

-
-
-

1. <Charles Jung, Direczer, presented the Purposes aand Goals of

-
-

2. Ruth Eoory and Renf Pino, Peveleopers, presented an Overview
of FZ77

3. Gary Milczarek, Evaluator, discussed Product Expectations fer
2 Summative Review

%. ZRichard Arends, Evaluator, reviewed Evalvation Resulrs of FZZT7

Time was provided for the reviewers to begin their study of the
materials and additional plans were made for the remaining days of the
raview ceanference.

During the first day of the conference the agenda had Deen arranged
for maxinum input fream the NWREL staff involved in PEFC. There were
rimes allocted for Inrmal presentations and for dialogue between the
Reviewers and the FIZI7 staff. By the ead of the day the expectaticns
and work tasks were clearly delineated and the reviewers collaborated
on the conference agenda dy determining their nzeds for further
discussions, feedback aand work time.

On the second day work time was provided for the reviewers in the
morniag. In the afternoon the Review Board met with five graduates of
series.

The reviewers designed the aftezéoon for maximun learning about
the experiences of five individuals who had participated in PEZ. 7The

revicwers requested that no meaber of the development or evaluation

taff be present and only Pat Schmuck, the conference documenter, was

mn

ailowed. The agenda for this peeting included:

116 123
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1. Introducricns (20 zinutes)

2. FIII Bicgraghy for each graduate (30 minutes)
3. Subgreoups (45 minures)

Reviewers znd FII ] graduates broke into subgroups to focus on
¢ne iInstructional swvszem each.

4. TFish Bowl: Reviewers met inside and talked about their

izpressicons, concerns and perceptiocns of strengths and

weaxnesses.

5. Fish Bowl: ZIZTC graduates met and rezcted to the statexents
cazde by the reviewers.

-~

ebriefing of Toral Group

0
L]
tJ

The five PI77 graduvates included (2) Tomoy Tompkins, Administrative
Assistant, Metropolitan learning Center, Portland Public Schools and

2277 participant; (b) Walter Stickle, Staff Consultant, Sellwcod School,

Portland Public Schools and FZI7 participaai; (c¢) Tom Wilson, Assistant
Principal 57 Curriculum and COrganization Developzeant, Newport High
School, Newport, California and Installer in the Orznge County area for
several workshops; (d) Robert cGlone, Executive Director of Training
Eaterprises New Techniques and Senior trainer for three ZZ77-I1 work-
shops; (e) James Foraeris, Associate, Training Enterprises New Techniquds,
formerly with Seattle Public Schools and iastaller for FETZ in Seattle.
The third day consisted of reviewer work time and a reviewer Zeed-
bacx meeting. Reviewers met with prograan developers and evaluators for
the purpose of presenting their preliminary conclusions about the .
strengths and weaknesses of the FEZI7 system. This provided an opportunity
for developers to share additicnal info;mation and perceptions and for !

revievers to seek clarification where needed.

The fourth day of the conference included reviewer work time and

an evaluation of the conference. The Review Conference was evaluated

124
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highiy by reviewers and progran staff; everyone concurred that it had
beex 2 useful, productive and exciting conference. The structuring
0f the cenference allowed sufficient tirme for reviewer deliberation,

reading and wricing.

126 125




|
1
‘,
Review of the PEZTC Prcgranm j
Dr. Buayan Bryant
Ccrober 23, 1975
The series ol programs designed to train educators with high level
skilis in organizational development was relatively well done, highiy
integrated and prOfess ional. It is evident that ouch forethcught and
energy went into the conceptualization and integration of these rraining

materials; the pature aamd organizarion of such materials clearly indicated
that they were designed to train thos2 involved in school related organi-
zational problezs. To datz, little hzs beea dome in viewing schools

as organizatioas that are unique and crisis-ricden. Traditiopally, the
underliying structural assuoptions of education2l iastitituioas have beea
tr2ated as less inportant than isolared individuals or groups iocated

wirhin the organization itseii. Tco oftan we explain organizationzl

concerns in terns of a particular indiviudal’s withdrawal of emotional
support froa organizational goals and objectives, instead of the institurions'
contridution to alienation and nonproductivity of its meabers.

The rationale for preparing organizational development specialists is
beoth scund and zuch needad. The'PEIC systen trains educators ia OD to
provide school managers with appropriate skills oy éesourpes at coszs
tost reasonable than hiring externail consultants. Howsver, the rationaise
for providing 0D skill training to school managers assumes that they are
interested in using the technology tc enhance humane aspects of quality
education. Often the preoccupation with student control rather than

icproved education becomes the issue. Therzfore, it is important to trainm

not only school nanagers cr teachiers, or students, dut certain types ~no

Q :123"
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s

are inrereszed in using the sxkiils in wzvys chat cthe designers of the

eraining pacxages feel appropriate., Parhaps traianing srudents, teachers

coasidering.

—

The training mzterials preszated provide both logzis and cleriry with

T2spect to insiructionzl objectiwves and planmed acrivities. Tet cae has
Fy
to te coensciocus of potential biases that zrz Inherent wizhin the systam.

-
-

Tor iamstaace, the designars 0% the trzining meterials referred o therein

wers prodaply white-z2ificent-male-zdulis, who were oroducss of wesrern

colzurs and who were pgiitically oxr culturally icsensizive in sonceptualiziag

interventicons for sosial justice. Few references within ths PEIC programs

were dade o minoritiss or women~--mor wers there fraining designs by such

groups. In adiditicn, scma of the dasigns particularly iz PETIC-T hawe deen
arornd for sooe time; they o aot take intd comsiderarioa the issues of
L 4

razisa, ageisz, sexism, cizssisn znd echnocentrism. Aitdbough well internded,
the PSIC programs may s2t che copceptual or theoretical frzmework for
skilifully supporring or zainteining doep~-sSzared cultural patterns. Even

ainoricies often fz2il prey or implicitiy agree zo this concepruzl or

-

thecrezical frzmework tnart is aot always Iz our best interast. Vet it is .
this on the PEIC system. Such issutes zrz raised not to

oozl whirs sale consultaats or the PETC progoans, tut to

[}
a tremendous impact

raise the Z2yel of consciousness. ¥YWhite nzles have had

upon all those iavolved and few attempts have besa made td lcok critically

at the shoritccmings of weli-established OD cmodeis or their uses.

ine above issues are importent: aulfipie forms of injustices are

")

found at every lewvel of che schoel fostered by complex crgznizational

arrangezents or jersonal or cultural or stylistic ways of behaving that
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=2intain =ajoritarian codes of conduct. An index of measuring the acount
azd exzent oi oppressica Icuz=d within the school is o diagnose hiow the
schieol treats its students, women, mizorities, and ethaic groups. Ia order
for PZIC to tecozme —ore sociaily significant, it —us: beconme —ore sensitive
12 issves of sccial justice a2nd iavolve ninorities and wozea 0 zors equally
share the tecanology. Tais is a2 first step in 2ddressing the diases that
=ay be fcund in the “crzvices™ of the conceprual desigas and their uses.
Altbough social justice issues were never cutrightly disclaimed, the
designess of the training prograzs clearly stated chat the PEIC program was
2¢T A encounk%er Zroup, nor 2 sensitivity training group, nor 4id cempletion
0f the progran necessarily qualify one to consul: with organizstions, nor
was it appropriats for “patholcgical schools.” The designers of the systenm

clzized te Te 2dla to rrain people zo do eifzcrive CD work in cartaia scacels

-

-

depending upon the scheol's prefiis and readiness Sfer chapge. Eowever, it

was Inrersczing £o pore that one 0o the graduates feir that PEIC could e
used regardiess ¢ rhe condition of tkhe schocl. The evaluaror, however,
texds to agree with the designers im that thers are certain schools waere

the PETC pregran would be less than adequate. -

Based upon tne above, it is recommended that: (1) PEIC pay particular

actention to racisl and sexual biases of training models that are in use

or change then if appropriate; (;}‘?EIC select more minoritiss and siozen
f

and students so that they can gafin access to techmology 2s a meaas of a .

strater; intervention that degins to deal with issves of social justice in
schiools; (3) 2ZIC make a conscious effort o imclude or design other

raziniag models that deal with the issues of social justice and state how

LN
=

’ Ll
present codels can be aisused in subtle ways to zmore adroitly support

cppression.
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PEIC target ocrulation raisss tkhe issues of scocizl justice too. s

(13

-
e

H
v

one level the zarget prpuletzion Is fairiy clear, but ar the level of

radical 2nd sexual composition it is mor so clear ané peeds o be deals

- - -

with zcre expliciciy. 1In facz, high scheol studenats, too, sticuld e a part

oI the zarget populazicn, even <chough they are involved in soxe of the
=er2 basic programs. Ofiten a2s adults we fez2l too threazensd to learn from

stidents; working through and lesaraing how to deal wirh such feelings could

be an izportant part of the prograno.

In spicte of PZIC skhortcomings, it is prcbadly cme of the test conceprual

2d inregrztive organizacicnal change and development pieces fo dars. As

s2aticoed Seflzz, much Iforectought zad integrztion azd work has gome into
its developzen:, as Indicazed by its clarizwy, purpese, and orgaaization

The ne2d Zor this kind o9f training pzcxage is iong overdue as indieated by

/

the scheol’s victin-blece approzch to acadesic failure. Tven though issues
listed below are not specifically taken up in PZIC, ir is ipportaat o ask
questicns such as: (1) whar kizd of skills does cne need to work eifectively
with ggpressed groups; (2) is onme aluays accounizble to school managecTent

or caa one be accountable to studenis rather then maznagement. The guestions
"‘:éﬁ above are ioportant and should be dzalt with more thoroughiy.

The PEIC systen was cleatly orgzanized iato a meaaingful whole, inte-~
grating skills, thecretical concepts, and activitias that went from siaple to
core complex. One graduate froa the prograa stated that zore skill-building
could have gone on in RUPS in preparaticn of PzIC-I, but was not & najor
problen. PEIC-II buiids oif of PETIC-I with scme appropriare duplication of
ss,la-buildiag. The last program in the series raised soze issues such &s:
(1) z==c :uch informaticn 'to be digested and understeod within the context

of the training sxperieace, {2) a clearer definitiocn indicating the
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erween tZeoriss, conrepinal molels and hyootkesis, {3) more

[N
1.
h
L0
(1]
[A]
i
s
v
n
(R0

tize zo deal with mpliizle orgzzoizaticazl fevalcpzeat modeis within txe
training even:t, azi (3) a2n ixproved stari-up éesiya to Ze2lp support Tzose
- traizees with Sssues pf srrategy Iinterventicn.

Tarcrgtout PEIC the trainer provides learning sitpaticns for the

traizees, in fart, places 2 yvalve uvpon this kind of isarning. Ia PEIC-TIT

b

2 trainer takes 2 —ore active role in dissexinaring informarion along

—ore traditicnal padagogicai lines, but the traiaing provides few visions

n

of n2w schools or visions Zfor ideal organizaticnzl change and develcopment
cutcoses, or visions of 2 sexiess or racelass school, or visaens of 2
sy¥stex of a2ccovazabdbiiitr of teacker zad zéninistrator to studeals or
parsnss. Y2t zhe consulzanr or traziner is censtantly aitexpting o

£ influence dizgnosis acd organizaticnzsl curromes. IT seems thar the con-
suizant cculé ailss infisernce school systems to experizme. & or adhere to
organizaticnal strucruras that would Te mcre accountable to and rewarding
for orgenizaticnal —ecbers. Witheut visions of aew schiools, PZIC is
deficisnt and piaces the consultant at great disadvacntage with respect
to 1nf-u°nc1ng cerzain xinds of orgamizational change azd devalopment.
There are soze schools around that couléd serve as models even though few

deal wir:z large grcups of student, te2acher and administrator populations.

%iil 2311 this lead to successiul consulration? 7This question is

difficelt zc answer in that it rezlly depends upon who decides success,

i.e., the adrlz culiturs of the school or counsultants, or s:ucen:s- Tkere

-

o2y De .ituations where the adult populaticn of the school perceptiion 2

>

success is a2t varience with the studant perception of success. raditionaily,

-

the adualt culture has censtaatly defined success in term=s of acaédemic achieve-

=enat rather than student satisfacrion. The point caan be zost cogaatiy
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ccme frco such 2 program.  Other side effects are inwolved in the role of

jllasrrazed By the PITC par:t oi NkRETL. Does an external evaluator cdefize
success 3y appiving statistical ar-alysis o teheviosral cutcozes or 4o

traizers of the PZIC prcogran defize tZeir own success in terms of perscnal

satisfaczicn reporzed Dy trainess? OQitea those wLo Zave the power will
derermine tke criteria, zmetZod acd success of stated goals znd opjectives.
f
Yer ceay policy decisicas nave besen nzde in the atsezce cof qzziéita:ive
Zata; we have to decide whether scienrific techmoliogy traanscends or
sutordinares izs=21Z ro educaticn=l walues.
what 2dcut negative or positive sife effects? With respect o the

Ipr-er th2re arz several negative side =2ifzcts thet could resulr frem 2
syste=. Thesz aze: (1) using the techrology To skillfwiliy mzinrzin
racisz, classisz, sexiso, ethrnoceacrisn, (2) using the PETC sysren without
Zpllv ézvelcping the mecessary skills fo coasnlz to scheol syszems, (3) dis-
sexinating the techrolegy ia ways that <o dot involve cppressed greurs S0
zhat they may not be 2bdle o dz2iend themselves agains: irs misuvsa, {5) usiag
the PEIC sysrem in ways that foster depecdency of the client epon the
consultant, {3) using oaly parts of the systzm or the various traiaing pro-

rams out of contaxi, a2nd {6) focusing on this model ar the exclusion of
alternatives. Soze of the potential or positive aspects of this trainimg
acde were: (i) incivding or juxtaposing training designs to deal with the
issues of multiple oppression, (2) disseninating materizis or training
miroritizs, women aad students to more effectively dezl with rancorous
school conditicens, zad {3) usiagz 2ETC materials to chamge the curriculva

in scnools of 2dcecation. These are scme of the major side effects cthar could

-

tre coasuirzant or trainer.
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Thers i3 1little inmdizazicn thaz trainers are sware of tZear zariiszn

2r zolitical rpla2 within a2 participant grcuﬁ- it is more than traizer
Tiases ut the "politisal correcizess” of rhe trairzer with respec: o
straregy intervantions at the group or systaen ilzvel. Top often we 2z
zaught 2 raccgnize cur biases 2nd encouraged to b2 walre nevtral zxd
obj2ctive. OCItexn the diffsrsnce berween 2 traizer or censulrzar zzd ea
acdrocaze is that the Zorxzer uswelliy has é consracr with established
oower {acd whose pariisanshiy is more supportive of), xhile the latter

zsually has 2 coniract with nesestzbiishied power (and whosz parrizashis

-

is =ore above Doard and zore supporzive GI). Clarity of these issuss

&y
b

izmporteac o traizers z=d gralusras of PZIC.

Wny rzise guestions of sccizil justice within the conrexs of this
2vainvarcicn? Y¥ot o raise such 2 guesticn weeld e an Injustice 1o th
evaleaticn aoé it =ight enceurage those iIa Tme PIZIC systex to contizue o
gircumvent the issues raised herein. We cencot afford zo do thzat. The

incrazsing rise of technocrzey, the unecval distridution of wealth and
& - 2 S

power, the high raze of unemployzenr and ucdersmployzent azong tihe poor,
the eiderly xminorizies and wemen, the loss of faith in many of our govera—

zeat incu=bents, the corporate izflunernce on our professed democratic process,

the historical relations of exploiraticn of the third world leave manw 1

studenrs ané the disenfranchised frustrated, confused, and alienated.
Contradictions in our history or derocratic 1ife or the free enterprise
svsted are visibly disrurbing. OIten students distrust those who are the

cerscnficazion of policies and vaiues that preduce a2lienation and despair.

is clear that th2 sciicol dces not operate in a3 vacera and the zacro

14
re

&

> forces ¢i society have a trazzendous impact. .

i Ed

' elc 127

Aruitoxt provided by Eic:




o

ERIC

Aruitoxt provided by Eic:

(£

Ciwvicusly, it recomes Inmporzaant that coosultzars sericusly comsider

their val:aes, goals z=d crostituencies, roles and styiistic dehavior.

~ge

Those Trrapred” in esteeced hereditary rolaes and spcialization mey more

often ©pr 10 serve establishrentarizns. 7Those who zre interestad in zew

ceascicusness OT e« £raining interventicas will have to begin to under-

szacd zore frlly the macro economic, sccial, polirical forces thar

Derperuat2 Or exacersate sccial injustices. Such a2n vndertakicg will
2=loudtedly zecuize p2rsonal riszs, tizme, rerraining acmd ixproved comcepinal
tzeories. 3uz iez’s nor ger kung up ca the latrer or as Martia Luther Xiag

szid “oaralysis of analysis or umnecessary hesdé scratching arnd piuvage in

wiolaheartadiv.” The .onceprial design of 2EIC cz=n be baipiunil, makes an

-

rtant conrridbutien ro that process if used “esorrectiy.”

Iz is izportant

I

ads of those interpsced in gearing wp Zor

m

tc zert such infor=aticsn In the 2
sccial fuszica. In spirz of the sZoricomings of PEIC, It does maxe a

4 -
2ajor :zcatrituzion to the Zield in training individuals zo do organizatienal
change and developmenr work ia schools. What we need to do is to continue
o >uild 5if these conceptualizations and ma2ke changes where necessary and

watch out for potantial biases that stifie rather than facilitate perscaal

or acadenic or organizarional change and developmenz. This we can do.

(o ziternarive was received.)
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T=2 raticrale for the PZIC series is very clearly presented in the
Central Ié Sock thar aceompanies PEITC IXYI. The idea that pianmed, dynamic
change is possidle acd rhet it will e the result of the use of these three

orogrzms is a stizulating cze. As an educator I readily accep:t the need for
such change azd agrze that the task is saorzous. The goals of each program

are 21so well defined and presenzed ia a2 way that mzkes sense to the reader.

5. 3T

I hiave no gquarrsi wirh tke idez that geopls nesd the skills of under-

standizg relazicaships, of sesking changs, znd of dealing wi complex

H‘

technolosy. Thsse ars indeed socielly sigaificenr. I am uneasy, hcwever,

wizh the ual Iarenticnal curcome of tha thrze prograzas—that Dot 21l peoplie
have egual accaess o cthe =rz2faing. This, too, is socialiy significanr!
Becaus2 the prograds zre designed for specific populations who have positions
of ieadership, who have extensive previcus training, and who tzve the tirme

nd rescurces o ta2ke advantage of 2ZIC, tra’nees %ill largely represent

]

zablishment~—-particularly white zales. With intentiona? effor:c to recruir

{n'

wezen snd —exbers of orher racss, zad with some plan of financial assistznce,
this discrapancy could be corracted.

The clains and disclaizers are explicitly stated, particularly ia the
Central Ideas Book. The exphasis on the limirations of training in PETC I
and II (chat participation in the prograzs éoes fiot prepare za individual to
be 2 traiaer for the precgrazs) Is clear.

The authors friad the target populaticns well in miad (except for the
excerticns zentionaed previcusly),and they are clfgrly presented in char:ts

-

an the t2xt. 1 have 2 personal bias about limiting opportunities for’

[» N
Los
2]

training to the specified pesoplzs in a particular role. I would no:t exclude

any school or coxnunity perscnnel from encering the traianiag, assuzing that

‘ :L:Bg} 7 135
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the ceatent and pursoses nad desn carefnlly cuzlined o each persca and that
e or sha accepred the respensidilicy Zor his of ker learning. This, however,
could be dcne by the implementers of a progrzm; it is not the specified .
inteaticn of the authors.

Tte cconteat of the three programs is impressively concise z2od ciear,

¥2r outstandingly comprenensive. I have devaloped scz2 nizor learniag pack-

ages for classrocm use, a2md I cam appreciatzs the m2ny hours represented--nours
of writing, trying ouc prograxs, acd rewriting. Ia gy opinicn the Pregraas

wiil do what they say they will do—traiz z person to de an Educariconzl

-

zTaining Consulian: with many skiils arnd knowledge of their use. It is nmade
ci2ar that these skills do zot inclede training in huzmen relations workshops,
Dut the materials do 2ot state a racecmendation that suckh training would be
Zelpiul or cecessary for 2 zruly compefest comsuirant. I suggest that such
2 sfatezen: be Inclsoded scmewhere in the marerisls, perhaps as an zdédition to
The saction on prereguisizes aad 1imirarisns in the Cearral iIdezs 2ook zné 2isc
a2ddad to the raguirezents sactions ia Iatrcductions to the varicus prograss.
The concepts are based on sound learning theory——that learaing is zost
eflactive when the learaer is actively involved, whea he or she is given
izrmediate feedback on zctiors, andé whea the learner is a voluntary one.
Therz is another facet of learning research that sacws that a person learas
Zost effectively when fe or she is iavolved in the desiga for learning and
has soze choices offered in ways of actaining a goal. A progran designzd to
be raught by a fairly unrrained person—such as the IPC and RUPS programs-—-
has to restrict choice, dbut I'a wondering if the Senior Traizers ia Psfb it
and III could iIavolwve the participants a bit morzs in the plans for their cwn
trainiag. Tais comzent stems from statezents cade by some graduates that the
matarial presented in PEIC III was a conceptual overl-ad. It is possible,

0] CaE ”

theugh, that this problea has already been taken care of in the sending cut
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of materials in cpnsida:aéle‘aﬁvance of the actral first workshop of PZ%
IIT. I would still racermerd that Senior Traizers make an efifort ro iztrcduce
the prograzs in such a way that participaats feel included in the placnning
and not “deze o™

None of the grzduates that =et with us cemplaized that th2 Daterial was

wordy or irrelevaac, and in oy review of thenm I found no instances of such.

e
Q
Q

The refereaces are sound, the exercises are appropriate, and the segquence of

activities appears to de logiczi. There is mo doubt in =y mind that the

traizess will fizd their trainincg practical. Tae best of all worlds for'zn

2ducatar is ome in wnich : r she caa actu 2pply tecihnigues ia a “back
nczme” sitvation. The graduates assurad us that the techaiques do indeed worX.

Tor the z0st part the material coatains a dinimim of sexist structure.
Howeves, on page 1 of the Canrral Ideas 3ook 2zd ia tne Introduction to PTIC
III: Orgamizational Dave?o,hea- Traiaing, there are statemeats describing the
consulfant 2s "He" and the practices as "his." I would stremgly reccmmend
hanges in all such instances! I aiso object to the tendency to reisr to
classrooa tzachers as fenmalz and adainistrators as m;le—-as Ms. Jones in the
RS package——but I will try to confirce my remarks to the PEIC Programs.

The training procedures in 211 the PETC packages seexm entirely appro- .

priate since they are meant to be used in a specified “ay. The role of the

trainer, too, is explicitly outlined and deviations are certainly not encour-
aged. Tor me, such a method would become untemable. I find that I can only

perZor instruction the same way once or possibly twice; after that, I add

or subtract or change methods readily. This is a personal preference, and
is siganificanr only for possible trainers who have similar preferences. If
) trai Tels i . he* F 1 ertainl har? £
a trainer Zel: the nead, he‘pr she could certainly change ‘some of the sequences

and, in @y opinion, the results would be ccmparable.
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the 2TIC svsterms. Change would e 21

-

:ays, aot just ope “tried and rrue"” methed. The plans

include inputr frem various c—enbers oi the organization

based on intaeranal goais. A side effect fzcm 2il this

the organizatica would feel included; they

proud ©f The raesuits.

ar2 xany positive side eifects tha:z could ccxze

aned ‘cnes thar caze

froz use of

-

Iren

wichin

s would receive assistance ia 2 variety of

£or chapge would

would

2nd wecuid e

wouvld te that

ziso feel

An unfortvnaze side 2ffect of the systax is thet ninmoriiy groups
mzv f221 even —ore aliznatad, since the lsadership reprasents the

ossibie, toco,

b

S

& personal nature.

suificisnr self—awareness of

the sitvarion in which the hidden, subtle p

b
w

ensurszced Secause the PEIC graduate

-

o issves oZ

The addition of some ¢

"

roetvratad
zmaterial would be crucial! .

Troa my own experience in the classroom aad

the 2ZTC graduates, 1 ad sure that

l2arned inforzation through teaching them to others.

in the last two packagss.

being 2 cotrainer a graduate could then solidify his or

censtructs dv being 2 Senior Irainer.

urtent social issuss into che ?

I see no way around this, except

thar the Consuitan: has been trained

Eyen —ore likeiy,

hlems reozin

tie traioiang in awarsaess

social justice—issues which can be uaiantentionally

£7C

from the comments of
the coancepts presented become really

This is not a given

that by

her theoretical

) These programs cam, with the few additions mentioned, be of
tremendous valu2 to organizations that are aware of problemas and have
- % -
. no trained internal coasultants. They have teen carefully and
skillfuily construcred. Congratulations!
O 44 <
le 13.,3
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stions inagine that one oI your client scheol systeas
< ing PEZIC zc prowvide an internal coasulting organizarional
devalorzent and training capability. Plezse Irzce your answers in that
onr
At ol

1. In your regort to your client systenm, ycu zre asksd to ccmpare PEIC
with scze other pregranm which you are familiar. The client system is
interest2d only in programs for providiang thea with OD and trzining
resources. %nich systen would you use for the comparison?

Ticle Handbook of Organizarional Devslcpzent in the Schools

Author Schzuck, Richard and Phil Rwuakle, =2t zal.

{scon to b2
Publiighar MayZi=id Pudlishing Co., Palo Aito, Y971 revised)

wny éié wvou chocsz this systen?

be £ 211 'a assimiag the client systea to be 2 school
t, zné 1 woulc suggest merits of this system and ad those of PEIC.
iszricz, then, would maxe a decision. - .
cx Schmuck's methed of daveloping a seriss of cadre of interaal
ccasuicants provides a Zeasidiz zlternarive to the PEIC prograds
Secausa:
(1) <the costs are lower,
(2) che installation tize is shorzer,
; {3) <che resulting consultants represeant a1l levels of a school's
population, mot just managenent, and
(4) a wide variety of changes zre possible within the first vear.
This "Cadre"” would use materials described in the Handbook, plus
other saterials, to train others in the school district. Their
original training would iavoive the cost of external trainers (as -
would rhat of a PZIC Progran) and whatever costs of intermal training
of tne Cadre required to dbring in new members...or new ideas...duriag
the first year. The PEIC Programs require external consultants as
eacn pregram is intreoduced during a three-vear period.
Cadre activities are geared so that students are involved (I?C,
RUPS, etc., can be used this way, too, with modification) and can
become trainers. Tnis is also true of custodians, cooks, secretzries,
parents, teachers, plus administrators; PETC tends to be useful only
for adoinistrators or personnel, such as couaselors, who have no
— clizssroom assignment or classified jcob.
Cadre tralﬁlﬁg,*1cluces aetneds and naterials to eacourage
personal growth as wall as professional competency.
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3. ?liease su—marize your responses te 71 by checking the apprepriats box

on the scales beicw.

PEIC 03Z=R SYST
cc CoST

8§ 0

0 0

Reasonzbie Somewhat ZFrohidbirively
2easonzble Zxpensive

WCRXSHO? TORMAY

X L1 (]

Reascnadbles Scrmewhat Pronidiriveliy
Reasonable Expensive

wWOTXSEG? TORMAT

O @8 O

1 i 1 - { 1
well-ozganized 2arcs feorly Well~ogrzaaized 2arss Poorly
were Crganized were CGrganized
Orzanized %eil-Orgzanized

then brought iggather.
MATEIRIAL CONTENT'

»

USZTTINZSS 70 ELIZNTS

1
Cozprehensive Adeguate  Supariicizl

USZFUINZSS I0 CLIZNT

(i

iz] L] L]
i 1
Useiul

Sozewnat Not Useful

Useful Soxzevhat Yor Useful

Useful

sefu
( Useful
4

‘-\-—/

PETC Zirst and then

X Ozher Systen

P
being a managezent position.

Aruitoxt provided by Eic:
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wnich woulé you recormend your cliient sSystem select?

-

I would recocmend the Cadre systen because it offers people an
opportunity to be involved in the changes that happen to then.
EIC P?rograms, as now written, result in the Consultan: role
pagl




Review of The PEIC Progrem
(#zdé Copparative Analysis)

Lere Yuicahy, 4. 3.
23, 1975

ite structure of this saction of the revisw is thrae-foid. The first
section is 2 consideration of scoz=e 0 scme o0f the fzcfors In the review
itseif zod in the review Drocess with the atterdanr ixplicaricrss of
threazs to walidity. 7The sacond section Is a delizeation of perceived
strangths and weaknesses Ia the program znd the third section is a

pecific response to the expert review guidelines a2s coaceived Dy the

Ul

orogras’s aveiuazor

Section 1: The Review Izseil

The four —eviewers over a ?af'icé of four days neé some signifiicant
advantages as the task of the review of the PZIC progre= proceeded. OCre
such advantzge has dzen she avallability of resources, includiag ]
deyelorpers, avalvators s g’aduates soze statistical and evaivetion data,
and access to progran developpentzl administrators. The processes of
selection and coagregation of the reviewar group would seen to have
been effective in tnat the group was a2 collection of people dalanced .

fren the perspective of a nusber of identified wariables. The

differences ia the zezbers of the group previded unique perspectives
¥

o e b

- -

ané izmsizhts iato the tasks assigned zad yet the gcoup itself functioned
in 2 —ost cozpatib¥e and constructive fashicm with the group's cwa

-

l process and data sharing sessions being of great vaiue.
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Sericwes elipre: was —ade by the 2TIC davelopzment ==d evaluation
staff cersonzel o zest reviewer needs. This included 2 high degres

oI co—=it=ent and egerzy to suoport zn€ facilitate rhe reviewer tasis.

The dialoguz rhroughout the review between the reviewers a2zd perscozel

coznectad with the 2ZIC develcprent progran, acd graduates of the PEIC

syscten has Zea2x honest acd cpea. A1l interviewed displayed 2 mom-

defexsive posturs and an earnest effort to respond ro raviswer query.

There have been, however, scce opgoing difficultiss with the review
and the review process. The —ost serious Eifficulsy for vs was the
=agnirede oI the materizls to De raviewsd acd the relatively limited tize

ia =#nich to raview then. The materiais thessalves, physicaliy cecudy an

8" x 12" space several fzet aigh. To expect us to provide a semsitive
rezcing, syothesis, znd 2neiysis of rhase materials in the tizme offerad,
was an unrezsoneble expacraticn. wWe have sought to zchisve the task

mone the l2ss, and designsd processes for the 2axi—in possible zccess to

inforzarzion iIn minimal tise. ) -

Likewise, sone rasources wer2 not available, 2nd soze sources were

zccessiblie oaly for limited tize. ZBecause the loag tera evaluztion
process is in a2 continuing stats, ouch of the data we perceived as
desirzdble, wa2s.not yer availabla.

CGiven the linitatioms placed upon the reviewers, the value of the
review iyself is limited as a source of nejor ianfluence in decision-

urther developzent in the program. This caveat,

Hy

=aking reiztive o
acyever, does nor apply to some of the onilosochical, sceifal, arnd value

issues raised.
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Searicn 2 Strenztrs a=~d Weakrnesses ¢of the PEIC Preoersm

— Cczprehegsive
— Organized zxzd inregrarsd
- Zezanistic
— High grality of sateriai ccntaized
— Z=prasis oI practicm
— Reasoz=bly skilizd zeople can te trainers
- Hzs 2arly opportunisies Zorxr practicing skiils
— ZIpeludes z dasign for scrervisicn
— Zzrhasis on understazding process
- Selecrica of coasultant pracricim axgeriences 2ilows for traicee
ctoice in a2rszs of interest snd srrie .
~ Well cdesigzmed, oIiers suoport and sStructure
— Gpecs up traizmees tO rasearch
- OIfz2rs @ planoned way to affect chzznge
— ZProvides powerZuil ccols
~ Eigh degree o claxiry azd integreticz of mztericis
-

: ~ Toderstanding of the vzlre of copfiicr in growth
~ Hizh degreze of structure, in soze sanses, extends tha opporiummily

for choice azd protecsts the risker

weaknesses P
— Does pot address concerns o sccial justice | -
- — Seeks o be value DeutTal -« ¥

— Cuiture dizs

- Ziicist

— Phrased in sexist lapguage

~ A systea based upon materials, rather than people

-~ Caonet vtilize rescurces as they apgear

— Trainees zre in some ways expected to have waite-nic
valuas and sxperiencss

- Trainees expected to be “systen oriented people"

-~ Thsare are no criteriz for determining zcuivalency

-~ %Weak oz behavioral ctjectives

~ Zwvalvation of behavior change not sufiicieantiy well-developed

~ Ewvaluation of copsultaat cocpetency after gradvation not sufficientiy
deveioped

- (Clieat systen groups ars sczetizmes exploited

~ Client system groups are sozetizes artificial

-~ Yo process for assisting client systess to éefine needs aad
eifactively use consultants

~ Zatirsz systen lacks trairee needs assesszent for trainiagz ccosonen

- lio pre~azssessment of skills or skills level

- Weak in the affective dormaid

- At sczme points, crainees report confusicn relating to their oot

—— uaderstanding she ctotal s¥sten z2nd relationship of parisc thersto

dle~class

ERIC 1% . 135
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The tize a3prred Sor the progrem m=y te imsufficienr fopr the
material ro De 3earrad

In PZIC I przcrticem there i1s no visidie meaps of dealing with
izmcompetent and voprecarsd lezdership prediecs except for the
co-3szcdersnip medel

Somerices the tinmipg e the inrroducticn of zew materials seems
Ipepprepriate

Tha packs=ge is »ot cpen to in-fidghr correcticn Dy traicess
Tnhere seems to D2 2 pmesd Ior 2 Detrer overview of the toral
sackazge

Section 3: Rasponses £0 the Expert Revisw Cuideiinss

i- Tze zmerir of the raticrale zznd goals of the PEIC series:
2. Clarity: 2lrhcygh there sszexs to0 Te scme difficulsy
in the traizee’s percepticn of tte various parts of

-

Systen zs he or she proceeds fhrough the sSysIén,
prozgzen itself evidences a great ciarity oI tha

totai. This clzxiry is cne of the post izoressive

asgects Qi the sys:x;:n. The PEIC training systen is
" ii%e gz cerefudly gfr.d deifcaraly yoven tapestry. Its

remarkadle and clear design is evident in its total.
it hes been artfully znd lovingly constructad with a2

adgh degrze of techniczl comperence.

Logic: The segquential concaptions foilow a consistent

o
'

and logical pattern. Tae introduction o0f cencepts aad

oractice of that copcapr is gemeraily highly appropriate

ané constant. A cooprehensive, humenistic orgeaizatiorpal

developoent aand chaage strategy has been devised and

prasentes with painstaking care accordiagz o welli-

(A1)
0
J
{2
i3
n
0
.

Iaasona
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Socizl significazce: It is in this area that cze of
t=e major €ifficuiries of k= progran iles. The ZEIC
systan €oes moT comcera itself with the Issve of

valvres, It seaks o0 be vaiue-Irse zzd equally

appiiczble to 231 clien» systexs. It izoores the Izct

that mzny sysiems arz by goal and practice, unjust.

- -

Cre prizary client of the PTIC systen is ths Azesicen
cubiic school, z=f ver the dzericza prdiic school Is
cesizmed to oZZer e tools of success to the privileged,
theredy eanforcing oppressicn on a2gss, sexss, race and

cilzsses =or inciugdes.

The school and che sociary wirh which It is Iager-

mizority. The izporcent chengss we are co~peiled o -
consider in Arerica arsz dasic chapges in the social
stratificaticn, the a2ccess to informaticn, and the
avazilability to tools to a tofal population. e e 2ETC
system c2n de used effectively to support the racisd,

sexist, zgeist and classist gozls of the sociaty at

iarge and irs educational systen.

Considerztion of these social, ethical guestions of
vafora and revoiutica is oot Zorthcoming either in
~he rationaiz or the design of the progran. The Ifact

that the materials ip the pregra=s themselves snocw

ccasistent evidence of sexzisa ia language is a fuc-Ther
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d.

suzport o the lack of consideraricn zzd concera In

fh

2 éevelopment of the progrzm for these vital socizi,

poidzical 2o¢ culrurai Issues.

"}

Sohnachen Xozol, in his criticisn of the free school
movecent a=d chilesozhy, suggestad thacr this nonsystenic

systen o learning was saaicgors tc o

(\]

purporradiy
z=oral dshavior of Ger—en peopie of goed wili curing
the Third Fesich. Hz svzgestad that these schoois
would peacelully buiil their birch bark cacoes in the
bilzckx Zforest whila the Nazi cvexs functioned 2 I=x
—iles sway. The developzment of zmorai preducts ia
education and the ZIiL ;rsé...c in parriculzr, beczuse
of its value, is czpadbie of frnctioning in 2 —orzl

vacutl.

Arother Issve related¢to social sigaificance is the
fziiure of the PEZIC systen to deal with ths issues of

affective grewth. Clear behavior objectives should

be esta2biished 2nd processes designed to dring sbout an
affective growth coopoment in the prograa.

Claizs and Disclaizers: The claims and disclaizers in
the progrza ars clear and well stated. Th2 progran,

in facr, is sozewhat huoble in its claims. The potsatizl
aznd acru=l, in the package, franscends the clains

sacée for it. Disclaizmers have bean appropriateiy stzted.
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Idenrificarica of rarget popuiacions:

- -
F-T- -

Thers is a clszr deZfinizion of approgriate target
ocpulztions for the varicus cocperents of fhe 2ZIC
orogra=. 7The success of tals idenrificaricn has deen

verified by the fact that a high percestage of 2ZIC

graduaras are in Zact engaged ia organizaticnz? development

The éifficuiry, agzin, is 2 sccizi predblem. Ine
assr=pticn in the derer=inaticnp o target popuiations iIs
2a assumotion rhar the comsulfan:r wili be 2 well educatad
serson with midéls-ciass white vaives o soze Zinancial

—eans. 7his zssi=piicn Is z key dever=imant the

i

'y

23anrification of targer popriatioss.

There is z=o comsideraticen in t. : progran Zor the fact-
thatz the appropriate orgaaizationai davelopment ccmsultaat
in a2 situarica may be a studenz, or a2 plack parent, or.a
mecber of the commumity not skiiled in the jargom and
cocceprs of the educaziornist. The prograz, then, caa de

-

guilry of establishing a consulting elite of the szze

clzss znd values as those purported within the social a=zd
?

educational systen. Thais conditicn mitigates agaisst
change and reiniorces ::-;e racist, sexist, ageist and classist
bases 0i the s¥sten.

Coprent: Skills, concepts, principles, waluves and issues

a. Conceptuzl adeguzcy: The systen has developed a

heoanistic and comprshensive organizational developmeznt

strategy which is unique. Tha comcepts work effectively,

. 14%
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Porh apart Ifrcm 2=d zeogether with sach other. The
use of the Practicim o reinforce t=e prianciple is
impressive. 2ithrouvgh we had no cpportunity to ckserve
iz oz 2 fuzesicnal level, it is an excelisar c—eass of
teachirg, practicing a2nd reinforcing ilearning.

b. Theoretical significance: The systenm is vmesuzl for its

kumanisa and Insight into systems acd sirategies foxr

chaznges within syst==s., It is 2 structured progrza
supporting 2 fzir amount of Irzedon ané crhoice within
the structure. In scre senses, it is rot sufficisntly
ciosa o irs own consuirzing design. It does pot ia izs
own éesizn Iollow the principlas it racoormends te its
trainees for the development of their cwa comsulzation
& ; designs. /
¢c. 2Practiczl significznce for successiul consulzing: 2
<¥ wide rangs of skills are nmzde avzilzbie, to the comstultants«

through the progran. These skiils can be employed in an

impressive range of ways and in varyiag situarions.

The progran efféctively teaches these skills. Graduates
report that they have uvsed the skills taught andé find .
then highly satisfzctory in their consuiting work.

d. Eopirical justification for consulting practicas:

-

The project has apparently not had the resourcaes availabdls
to 1t Zor testing to the leyel of significance desirzble

) in cr2ating eapirical justification for the system itsel:.

-

Two further develonoents are 1'&rxui::ad. (1) a further

effort to deternine clifient satisfaction with

| ERIC 145 9
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consulting skills oI graduares. (This iavolves the
coenziaved vse azd moaitoring of logs and instriments
oI evaluation ca 2 consiscent basis.) (2) Further
scpnistication of —easure=ent instriments in their
appiication to determize behavior changs in graduates
end 1a the client systecs thay serve.

e. Clarity oI defipiticn azd pressntation: The PEZTC systen
=aintains a2 high éagree of ciarzity of éeficirion and
preseatation. PTescripcions arz sizmpie, srraizhrforward
azd clezr. _Raticmalss zara clea:ly.a:d sizpiy stated.
The transitiocn from theory inmto practice should be
consistently and efficien=iy achisvadia. The traizing
systen ¢z2n e affscrzed by reascnadiy skilled trziners
&ud does notr Trequire highiy technicai 2adé highly
skilled instructors and supervisors.

. B g

£. Appropriatzzess of content elaments: 3Based on the
insuificiency oZ this review, z sipgle reading of the
PEZIC materials 2zd 2 cursory reading of soge of the
other-§egnants oi the total package-—content see=s
2pproprizte and useiul. The preduct cozbines the careful
presentaticn of researched exercises and new paterizls,
all are ceobined in a2 consistent and nhelpful manner.

§. Integration of content elsments: 3Both from the reading
ard the testimecny of graduates, integration of the
sazerials seeas well developed. The lack of preassessczent
instriments and a systematic zeans of determianing trainee

skill level z2nd equiwvalency resmain a provlen.
i

: o 135 14,;
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h. Parsimony: Sozme graduates fz2l the rotal progran
stculd excend over 2 longer rixze becavse the guentity
of the material comzands this. The decision of the
tice, of course, is the imdiyiduzls. 1If more daza on
the rozzl cocncept and progran in a2 —ore articulate
systen of self-monitoring were designed, that decisica
would pe —zde with tetrer data.

i. Sufficiency: The package is a coxzprenensive and
articulate skills design. Adeqrate concerm Zor issues
of sccial justice and affecrive grewth is absent.

Appropriateness of 2ZTIC-II procedures

Cne of the very ioprassive things atout the PZIL~IT

Saterizls is the clarity of definition of the role of the

inirion of the parazzeters of the
*

consultants' responsibiliries. GOne deficiency ia the

kh

ccasuizenr and che de

PETC-1I systen is the potential for explcisation of client
g 4

>
systen groups and the possible artificial nature of those

groups used 2s a training device. The ideatification and
definition of these client systems is a skill requiring

extraordinary sensitivity on the pzrt of the trainer or

senior trainer and is z serious potentizl weakness in the
systen.
Another potential difficuity ia the PEIC-II progranm £
is the entry into consultiag relatioastips. The prog:a:'
does not seem to oifer suificient support and imvestigation

of the difficulties in establishing client relationships.

Neither is there suificient concern given to the davelopzent

151
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Ye. 3:

of strategiss Zor client systexn rsadiness in the effective

wtildzation of 2 comsulrant, 2 role of the cecasulant
hizfhersels.

Fipally, 2 reading of the sysizn zgbsent frcom an
coservation of its practice suggests poteatial difficulty in
the trzinees =zoving Zroo coacept to iamtervention. It is mot
clear ncw this movement is made and what supports acxd
supervisiops are avaiisble to the trairee in ma2king this
iezp.

Clarity of trziner expectaticn

Tnis is 23 area of strength in the progrzn. Tae
Zunction of the trainer in PETC~-I and PEIC~II is that of
facilitator. The trainer is cieariy expgcted zo faciiicezte
individual grewsh and group grewih In training skills., 1In .
PZIC~-III ir deco=es very cliezsr that the role of the trainer
changes, becomes more judgmental and more Instructional img .
the presentation of the content ideas toward the philosopny
oi organizatiocnal develcpzent and a strategy for
implementacion.

This change of style leads to the question o tihe
credentialing of trainers and the delineation of skills
trainers might be expected to possess. Graduates who have
beea trzigers repor:eé grazt difficulty in the develcpment

of criteria for trainers for PEIC-III. Therein, may be a

srodlan for the system, Zor the PEIC~-III traimer oust have an
extraordinary sbility as an organizational development
theoretician and practitioner. The traiter in this third

systen snould be the kiad of super person with extensive
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backgrourd in orgznizarional deveicrzernt comsuitaticn

wnich the prograza avewedly seeks to avoid. Izdeed, the

very qualicy of the description of the role in its

dizensions :akes_the identification of the a2ppropriats
traizer a matrer of great difficulty.

No. 6: Positives and rmegatives
. Responses to this question and to the succeeding cpe

re i=plizd iIn the secticn of this review entitled
Mgtrangrns and Weaknesses.' From a tecamical product

perspective thera are no sericus negative side-effects

- percaivabie, except for the possidle negative side-effects

relating tc prematurs group lezdership responsidbiiicy

ia rhe second week of PETC-I. The difficulty perceived

in this review is the polirical, econcmic and cuitural
difficuley axpressed in response to severzl of the cqueries.
This probian aad the attendaat azmorality of the systen is
the most serlous probl%m encountered. Unless some solution

to that problen can be designed into the system, then the

sten itself =may be both very valuable and potentcicsll
sy

e

very dangerous.

The problen suggests the dilezma of Albert Einstein

expressed in his famous lerter to President Franklin
) Roosevelt. Hes crzatad that thing with his genius which ke
velieved would be of benefit and help to the entire world, l
- yet he corractly perceived that the use of the precious
gift of his intellect ard insight was in a destructive

fashion. Unless it is possitle in some @way to revise the

~ ERIC 1477 153
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systea so thar the issves of social justice are clearly
addressed, then the systen itself fails in its go2l to
facilitate organizatrional, developmental consultancy for

change.

A Y
Ccoparison of the RETC Svsten with Another Organizational Develorment
Training Svstan

The system selectad for comparison with the PEIC progran is one which
is based voon & somswhat differeat set of assuzmptions. First, these
assuvaptions will pe delinezred, then the systea will be described and
finzily 2 cooparison will be coifasred using rthe descriptors éesigoed

oy the PETC avaluator.

Secticn 1: Orzznizeciopzl Devalorzent Consulcant Trzining Package

Assumpiions

1. An articulaczed progran of trainee role definition and nceds

¥ zssesszent must preced2 & traifaing design. ~

2. (Clear behavioral objectives must be sstablished by trairees and
trainer prior tq’designing the training progran.

3. A traftee designed zraining systzm responsive to trainee
identified priorities is za effective approach to orgaaizestiona2l
develcpnent consultant trzining.

4., A comp:ehen;ive training progrzm should include trainiang in

rasource develcpaoent.

5. 1Internal and external resources should be used in the training
progrza.

6. If the trainees have ownership of the desizn, choice atout the

diraction and control over "iaflight" corractioan possibilities

154 | . 146 : |
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1
in the training system, tRen investzent in the training
ex?erience itself wilil be hizh.
7. The skills of ongoing rerscnal aad skill grocwen should be
taught as part of the traiping systex.
8. An organizational developrment consultent traizing package in
contexporary Anmerica must pizce exrhasis upon the dburniag
issues of social justice which are X2y issues for the schcol

and for the sociery with wnich the school is dInrerdependent.

9. A successful traziping program mu.t Dot be ter=inal.

Seccion TI: Description of the Progran

—

e training progran proposed is a traipeef/rraimer seli-designed

e
:,1

progran. Its dizmensions will diffsr with differing groups of traigees.
The design seeks to emulate the function of an organizationzl development
copsuitant when functioning in that propez.conéulting role. It begims
with an assesszment, £lows through te the develoémert of‘beh;vioral -

and skill objectives, tc the development of a design to meet those
objectives, to the active iavolvezent In the seli-directed training
design, and, finaily, to the measurenent aand evaluation placed uron the
prioritiss established.

The training package, then, will be different each time applied,

dependent upgon the style and priorities of trainees and trainers. A&

wide variety of materials, many not dissimilar from the PETC materials,

weculd be developed as resources to the traipee and trainer groups. 2as

the trainees proceedzad through the program, they would gain greater

b od

zwareness oZ the materials developed and the potential of those materials

o . C 155
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A FulToxt Provided by ERIC

2L R=TIZH

Tor the foliowing guestiens Izagine that cne of your client school systexs
is considering vsizg PZIC to provide an internal consulting organizatrioeal
éevelopment and training cspadbility. 2Pleazse frzme your answers in that
conrext.

1. In your Teport to your cliexr system, you are asked to corpare PZIl
with scze other program which you ars fzmiidar. The client system
is interested only in programs for providing tien with $D and
training rescurces. %hich systex would you use for the comparison?

Titie Grganizacicnal Development Censultant Trainingz Package®
autzor
Pubidsher .

*NOIE: This comparison was written on a hypothetical product. A zore
coczpler2 discussion of this description is given on pages 154-1356.

154 157




TUIAnaInu aunjxoduy
AWOR ATWMO AunN

\ gpoan
POUTIOP=)TOR 020N

AUDNIBL RN
RpadU pauTFop
=]TO0 U0 poswq A0N

wo) eds
AT BUDYDIA0D

puv A0TAIRAO DPROAT|

SINAT'ID
05 SSUANTNAASH

uiysop
guranAarIon=3100
Jurotuo aapuyouy

nimoasl aaatezjv
TOWFUTW 800(

nan
pertanA puu oduux
-duoT X103 Turaoamm
YD GOPTAORY

SAMRRRK]
NUAL-ONO'T T'IVHIOAa

paatt Jo Louppouwy o)
NP AandanoAax Awon
Jo LTTTAUTTRAVUY

TTTNR TUOTATTO
sduyod puv ruos

=X2d ‘(10 posuenldul

AUV TNENOD
aQ 8w Juruogaouny
2q Jou Luw golwnpuxy

STITHE QO posuoasuy

. SIORA
UL -IHOUS aTavioud

poavawdTddne oq o1
DT qu pue gupsuo)

Juruyaymanae sduiyaog

pojudwoTding aq o)
oYqu puwr aueasuo)

GNHLNOD)
TVINTLVN

Yuryon
HOTRT0p puw TTIAB

e

vougaoagn
apaall vuo poang

(uotTavtoUDTdNY
jo agud furpnyrouy)

Camariais ol i3 TE i B

i

eSS FINTYIA

AT R R PP R P Y AT T TR

SUTONTILS

RIS P, d e > —— -

WALSAS WalLO

, Adaupean jo aoadap , LVisuoa
03Ty RoaTnboy OTAQTXOTY ATU9TH praTR nchassom anoTn JOHSYUON
enTnA
atdond auownsyTqRASD | [UENUTAVNOD JO daw
10J 1800 dYUUONVYY [BTUTARATM RuTwgway,
ardond xoad xoj OTI0X dIUTEAN nTdond xood oTiva oouruwan
anTaURUXD 007 Dq Apj|/aouruan auayoriag 107 PALEUDARQ 00l /30UTEAD ANOTITIIN 1,800

P [ TR TR T

SIEGHUNAVILY

-y T e e —

WS 111 2 1) 3 0. N

AR

LR LR Saly B ie e o Lp it il Lt

SATAQHALVY NOLLVIVIVAR

‘unATd aoprofioawy

Ad /YD 30 HONQ DY W0 BUOSTARAWNED TUUOTITPPR Aun DITaON
AN JO GWADY U MOTR( moARAR YOrD Jo ahgRdWRDA puw syadudans o\a asyT osudly T

A\
[t

Aruitoxt provided by Eic:

E\.




ERIC

Aruitoxt provided by Eic:

3. 2Please summavrize yoor rasponses o F1 by checkizg the aoprpopriate

Dox ca tke scaliss teiow,

A W

i
inis

Reascazhle Scrmewhat 2rchiditively
2ezscneble Expensive

horkshon Tormat

g G

Reasenzdle Sczmewhat 2rchdbdbizively
Feascnzble Expensive

worksh:op Torzat

0 0O o

HWall-orgenized Zarzs Poorly
wers Organized

Well-organized 2Parts Poeoriy

wers Crganized
Organized

0 [
eguate Superiicial

Usefuiness to Clisncs

L

Cooprahensive 2dequate Superiicial

B'sa-u_a.ess to Clients

E U

Tsefuvl Scroewhat Not Usefui
Tseiul

Hsefz.l Scomewhat Not Useiudl
Ysefvl

wnich would you rece=rmend your ciieat systen seiect?

X Other Systex

15
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lezfershiz Ioszitute of Spcxerme
Ce=. 23, 1975

¥y cpinicn oI the zerit of the raticmzle 2zd grais of the PEIC series:

Ciazicy: 1I: seexs to =e t=e goals of the pregraxs lack claricy,

cr perlars, specificity would be 2 terisr term. They are coucked
prizmarily in instruericzmal terms rather thzn in behavioral rerss.
Censaguently, they are iess effective in giving éirecticn to the
Trainizng g=d In servizg as guides for evaluations.

legic: I see che logic Dehizd ke cbjec:%;es 2s Peing scurd.

Iz2 concera I nzve Is thzet ths whole seriss is in 2 very logicai
order—-2zch step foliowiag the otter I 2 well ceasiderad icgical
segrexce o the solat that it camnor be alcterad to fit 2z psychological
orier thar =y b2 guirze differens frop the logical order.

Sccizl significazce: Zhe goals ars sociailly significanz, in =y

visw, 25 far 2s they go. Taey 2o not directly zddress thermselves to
scze of the spocizi issues of our fizes, in particular the ones of
sociai justice, sexisa, racisn, a2z2ism, etc.

Cizins a2nd Disclaizers: Most of the claizs 2nd disclaizers have been
mads 2xpiicit, 25 I read them. However, it seems frcm the evaluations

that a lor of participants fhizve difficuiry understanding these, so

P2rhizps these ne2ed to be made dore explicit, socehew. We were given
verbaily scoe disclaizmers that were not inciucded in the program and
i would suggest that these de izcluded somewhere.

Pecczzexdations: Cbjectives and goals should be stated in penzvioral

terms zad cthe saze objectives be used for guides in the rrzining

a2zd Zor evaluating. It seexms now thar goals of the program are stated

in instruccionael rerms and the goals used for evaluztion are stated

152
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(3]

Target Posvlazions: Tze rarger popularicns have been clearly identifisd
in each of the progracs. I werld 1ike o see the zargets izclude srudents,
mdineorities azcng the targeis =ow identified, zrd to include 21i perscazel

of

kol

2.

the schcol sysrem——jzaitors, tus drivers, parents, e:tc.

Tiz of thie conteat of the iastructicnal syszem:

(ccnzizued) In Izmsrzructicnal terms z=d the goals used for

]
;
evalvarion ace stated in dehsviorai terms. I see confusicn rasuiting j
f-ox tiis, - i

£3 nd

Cocaceprnal zdegvacy: 7TIae concepis ars adeguate as f£ar as tiey go.

approach zndé the idea that this

2

I especizgily iile the sxperienti

v

is cniy the starting point. It see—s, Zowever, that the concepts

rom whira maies and zr2 in accord wirh the conceprs

th

ceme prizmerils

gezerally zccepred Sy the schcol estzblishement. Also, the coacepts
suppert & —edical-zcdel agprpoach to coasu ting rather than the one I
see as teing —orz appropriate iz which the client is allcwed fo remain
rasgcnsible for ais own dehavior and is given help Dy the coasultant
to zssess his needs, fo plan corrective actions zad to devise ways o
evaivate his/her own progress. The concepts underlying the role of

the trainer areoi the nedical-codei, ziso. If a trainee discovars that

hefshe hizs needs not covered by the conteat of the workshop, it is seea

To be best that hefshe drop cut o the workshop, rather than aliter the
"treat=eat" that iIs prescribed by the program and the trainmer. I woul
iZe to se2 a progrem tased upon the nen-~directive approach.
hzoretical significance: The theoriss upon which these progracs

are bazsed is sigaificant chedry in the benaviorzl sciences. The

force-fielé anziysis, tha uvse ¢f consultants, the use of internal

consultants, and th: training of consultants, for instance, are supfocted
H S
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5. {contizued) by valid zzd significznt thecries. It szexms To =2 that
1=
oz

zhe sigaificarcce the theorias zrd the sclid voccerpizmnirg provided
&y zhesa theoriss 3s a vesy strong port of the series. I would iike |
To seze more ccatent rhat is tased vpon other cheories of change 2zd
chazge zgentry, however, especially non-redical —odel zpproachss.

€. ZPracticzl significance: The con;e:z is weil designed to prepare
consulizants to periorm the tasks they are being raught to use ;1ta
rhe 2xcepticn of content in the zZfective azrezs. The geasticn of
va.res o tha zrainess, their ccaceps of persces, their cemneept of
schools, Zow They Izel abeur themselves and a2Tbout 22ch other in the
Ttrainipg is 122z preszy m—uch up o being <ealr with iIadirectly. CUrziess
che persca had this contaent Tefore he =ntered the seriss or weat
2isevhere 2 getr iz, he wouid te inacdequately trained for implementing

-

the rast oI what Qe iearzed. 7Ta2 sxilis leazrned ia the series zre

7 inacdequate for consuiting in 2 sirwaticn where social injustice
was at the core of the problems. Th2 contant, naturaily, does pot
cover other zpproaches that might be more approprizte in some situations.
d. Ezpificai justificatien: There is pY¥enty of empirical evidence that
the ccnreat is justified for training reople to do the coasulting that
ic is hoped they will do when they finish the series.
2. Claricy of definition and presentation: I zm izpressed with the clarity

of the material znd of its presentation. It should be understandable

to aizost aaycae and iIf not, it could be easily explained by the trainer.

Yy

. Appropriate emphasis of content elements: Tor the consulting approaches
eing tauzht in the series, it seexs To =2 the emphasis on the coatent
2lements is very appropriate. 1t also apjears that the traiaer has

-

Zrzedcn to alrer the 2ophasis

[}

t any tize he szes a nead to do so.

)

n

Q In2
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tae procedures are very adeguate for

o procedures fcr the a2ffec

- ERIC

e

Adecuzta

inregraticn of

azzezr to be adeguazely

ntear elecents: T=e ccntent elements

inzegracad.

skirmed the ccntent z=d withonr the

raizer, I see 1ittle that could

(84

ipanz or 2

ere zrz hundreds of

<. appropri

and intended pepulation:

Trere surely is scr-e thergh, since tk

Tor the a;mroacn o coasulti= *g that is :e.ng tc.x.gn:.,

there is sufficienr ccoatent. I z especially i—prassed

quality of ir. I weuid 1ike zo see moras contenc

oaches o cemsuiting, at lezst if oniy o call arrearion

tec the facrt that there ars other apuroachas 226 othaer rescurces availadie.

2zcommendarions:

) Ccomten:s e added that wouid deal =i

et

N
(34
Iy
1
&
i}j
)
(1M
fa
j
{b

3
re
0
Pt
kb
: )
i
9
2

Tae ceasultznt does this indirsctly when snef

-

Lo use cocnsuizanis.

works with the client, but I think learning how to use a2
ccasultant Is scmething that should be taught directly to clients.

2) 243 coatent in the affactive or gut level areas of learning for

the comsultant-trainee, ané also comtant that will help her/hino

éeal with these areas. 4 ccnsultant ccula graduate
fren this program and be unzble to help clients deal with values,
and feelimgs. She/he would have to have it before snefhe startad

consulting or get it elsewhere on the way.

N
Hy

3) Adé ccmtent thet would fit copulations whe are directl iy conceraned

with the school system but are not ncw targets of this program.

tenass oi traiaing procedures ifor the system's purposes, coarant

ror the cogaitive and skill azspects of the traiaing,

the intendzé population. The training

tive areas, ia contrast, are very inadeguate. &

15%
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$. fceamtizved) crascicus fecisipcn was aprarently rczde in develcping
the progras that the affsctive zspects weurild be airzered to rezch the

oIiar target popmlaticas thar I have previcusly svggested skheuld e

2. 2Recczmendaticns: Incivde scme direct and planzed for T-Greup
Tyre exgeriecces In 211 of the ceo-pozents of the seriss. This caa
be Jone by trainers who are trained to do if or by prograzwed and

lazderiess —ethods now ayaiilzbdie.

fasure that the traimers are practicing what they are preaching.

-

I caa see the PIIC crainers, just like the resz of us, telling

st=dextis to do cne ching while chey do znother. believe -

trainess train orhers a2s they themselves wers rrainsd.

2]
]

5. Ciarizy 2zd arorepriateness of the rol he traizmer in this program:

[

o

a—— - - o - - - - -
a. T=xe role of the trainer seecs To te ciear znd appropriate, with the

-

exceptions That 1 have z3lready aoted. The ianstructicns for the
traiger are clzsar, concise, adequate and appropriata. ‘;a

2dditicn ke is allcwed freedon e follow his own style. There

22y be tco zuch freedom for the trairer in the case of 2 rrziner whose

values are 2ot in line with the values underlying the pregrad.

2. Graduates I have seen tend to have a missionary zeal which oay put
oif scme people, but such conversions may have some desirable atrri-
butes for the trainers.

itself or ro resist

o
>
o
|2
2]
5]
1
7]
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]
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o
[
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changes that are needed. It depends much upon the motivation of the

) trainee and iI Iasufficient atteationr is paid to the zorivation of
El{fC the comsulzant in craining. 1 56
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¢. Trainees, even though trairel for workisng in educazicral systexms,
stould te zble o ceasult with mosT any orher greup that had pecple
Prodlecs.

d. Tais progran has been desigaed as caly 2 jurping-off point so —meny
£} J 2 » b

of its graduvates will go Zar bevcnd the trraining they receive.

11

These progrzms cculd de adapred for training other kinds of consulrants.

(31}

- Ize programs cculd be tauvght for acadexic credit in colieges.
Acdizionzi srrengrhs znd wezkaesses:

a. ZzZvaluaticn: Tnadeguate svzluation has deen dome znd adecuate =ezns
for evzivating the series have not been develcped. The ceveicpers

regrz= have aot succeeded where the rest of us

[
i
i
w
'-l
(e
u
"
]
"
0
0
Hy
vt
el
]
'U

t would be very helpful to

pd

se7ing.

m
e}
Yot
¢t
4]
f
rt
(]
l\l
¢

have fziled, is
have Senavioral cbjactivas that couid be used by traiznees and traimers
ia the traiaing ané dy the evaluators to assess results.

b. Ivory Towerism: I wish the developers had been able to spend core
tize directiy comsulting with school systems while develop iég the
progrem. Otherwise, I fear that the progranms may be seen as oo acadexnic

andfor labeled zs ivory tower approzches.

-

c. I would like to see more flexibility in the design and in the trainers
se they would be abie to adapt more to individual needs of trainees.
I believe trainees can test learn how to adapt to indivicdual needs of
%
ciients by having it dorme to her/hino in training.
d. The program seems to work aand the participants are very pleased with -
what they have learmed. Some zraduates have spent z lot of time and

F

—oney going through the prograz:.
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2. 1I> =¥ zZnowledge, it is the caly orcgram of izs xiand., Iz is 2 |
¥ 2ICg

of educarion.” I kope rhar it

[41]
0
b

2231y needed rescurce in the Iia

is mede 2vailatle o 2il systems thatr czn profic from irs use.

2. Y¥v guess is chat it is onz of the l2ast expensive ways Ior a

schooi systex to acguire the consultan: excertise thar it ne=ds.

m
£
n

g- Most el the exercises, especiaily in the 2arly part ¢
series are old frisnds and have Te2en well tested.

2. People who enroll in PETC workshops are probably peopie who
Zant to dring atout changes in thexselves zaod in the school
s¥Ste=S sO the progran does not have to be coacerned with
cotivating the trainess to l2arm znd change.

i. Th2 real stranzth oi the progrzo in =y view, is the kind of

cecple the developers ar=. Lcod ctraining programs are aot

L)

cssidle wishous zoed cecple as developers and trainers.

165 .
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PEIC REVIZW

for the following quaestions imagine that ope of your client school systems
is coasidering using PEIC o provide an internal consulting organizational
developzent and training capability. Please frac—e your answers in that
coazext.

i.

»>

In your repor:t to your client systen, you are asked to ccxpare PEIC
with some other program which yor are fzamiliar. The client system is
interested only in progra=s for providing them with CGD and training
resources. which system “ould you use for the coaparison? .

&
Title “Not wvet developed”
author Bonaré S. Wilscon
Puvbliisher

Ir will nopefully morz neafly fir me, oy philosophy and way of working.

PZTC wouid be Drgught in later by them, should we getr thar for aand
z

shouid they ses it zs 2 way of meeting their needs.
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3. ?2lease suzmarize your responses o F#1 by checking the apprepriate box

on tne scales pelcow. -
P=TC OTHER SYST=M
cost cost
- [ 3 . L"_l [
{ i i -
2eascn2ble Sozewhat 2Prohibiriveiy Reasonadle Somtwhat Prshibditively
Reascnable  Expeasive Reasonable Expensive
H
WOILSACP? FORMAT WORXSHOZ? FO2ZMAT
3 0 G | 8 0 @
1
well-organized 2arcs Poorly Yell-organized Parccs Pcoriy
wers Crgzaized by the wvere Crzaniz
Orzanized trainees Organized
MATERTAIL, CONTENT HATZRTAL CONTEINT
C1 (3 &1 [ L]
i i i 1 { 1
Coaprahensive Adequate  Superiicial Cozpreneasive Adeguate  Superficizl
ISETULNESS TO CLITNZS USZTUILNESS T0 CLI=NTS -
0O 74
1 1
) Useful = Sczewhat Not Useful Useful Someshat Not Useful
for certain ~ Useful ) Useful
Déovie

%hicn would you recommend your client system select?

Other Systen
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Abstracts of the Alternative
Trainiag Programs
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Nevendber 19, 19735

Dear

The Improving Teaching Competencies Progrem, directed by Chic Jang at
the Norzthwest Regicnal Educaricnal Laboratory, is developing a series
of traiming materials to enhance the learning envirorment ia schools
and in the classrocm. Cne of the products being developed is Frzraorivs
Erieazionnl Training Trnsuiicnis (FE£90/, a three-part training progran
in process consuitatica and orgenizaticnal development skills. Znclosed
is a capsule descripticn of the components of the FZI7 series for your
information.

As 3 part of the evaluation of the FEI( series, we ars conducting a
search for products that are zaiterrztives to FIFL. Preliminary steps
in cthe search have ideatified you and your organization 2s having done
work in the aresa of process ccasultation and organized change. ¥We would
like information about aay products znd traiaing systems you bave
developed or are in the process of developing in these skill areas, zaad
any workshops or training programs you present which are not avaiiable
in a packaged form.

It is our intention to send copies of the completed study to persoms
a2nd organizations who have contributed to its contents. ¥We are not
aware of any existing detailed, descriptive catzlogue of process
consuitation training packages aand programs, and we feel that this
study can be a2 valuable resource for pecple wcrking in this field. We
are asking wou, then, to be 2s complete as possible in the information
you provide us. Specifically, we are requesting informatioa on costs
to participants, time inlolved, participant prerequisites, theoretical
background, strategies usad, expected outcomes, and results from any
evaiuation studies which have been done on the training system. We
nave enclosed a form and prepaid eavelope for your convenience.
whatever informarion vou can provide us will be appreciated.

» »

Regards,

David A. Green

Research Assistant

Ioproving Teaching Ccnpetencies Progran
Northwest Regional Educational iaboratory

-

£aclosures: 2
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Sertiv:, 2rrmmizacing, ImTucmaivz e Zoxicion mzziwz.  The FITD Skiils
Z

Iraizer has corpetencies iz selecting, adeptively designing, cooducticg
and assessing results of skilis trzining exercises for such needs. EHis
training prepares him o comduct Srois Frorzes Sxille [FPS) -.gor’asi:o;;s:.
It does =ol prepare him zo offer otker kinds of consviraticn eor training
services to 2 client systex.

et e i -

FEZo0-20:  Trrsuszivz is for appiving differential diagrostic

- - - - "

techniques and differential interventicn strategies in Z2lpinz z z2liexd
- -

- - - - - -— - . o e Y-
SLSTET TILTE TAYLNIN TrnoEes of v woyevemens giiors. The rEZIC-IX

Ck

Consulrant forms a texporary relationship with the client system o

add, or strengthen, a2 funcricn needed to realize a valiue or attain a
goal. Tihe rIZ7 Coasuitant is also iavolved ia contimvcusly rediagnosing
hiis cwn coapetencies and deriviamg his expliciz raticnale for assumicg
the consuitant role.

- a-— 2 - -
7

FEIC-IZI:  Crocomizoiicrmal Zzvelovmeni trazins the consultant to apply

—

heir goal is o

y

irther dizgnostic and intervention techniques.

ilitate aormative andfor structural changes which 224 z:d mzxirtain

(i}
[
1]

frmrcvzsl Fumelicnzl canniiliiy of ine organizaiion.  Whereas the FEIC-IT
Censultant texporarily supports ne;dgd functions, the FZIC-IZI Organiza-
tiponal Developer helps to build them into the system permanently when
appropriate and feasidle. 1In addition, FZI7-II1 consultants apply

techniques which increzse those functional capacities of the organization

to add new xinds of objectives and utilize new kinds of resources.
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Nuzber of participants {miniztm-zaximm):

Participant prerejuisites:

Cost of the worushtiop for participants: ) -

Time investzent involved:

A
1

¥
B

is the theoretical basis for tte workshop's content azd strategies?

Descride the workshop strategzies:

-

ERIC
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*33T arz the e=zpected cuteomes (claims, disclaizers)?

If a2a evalvatiecn study has Teen mzade on the training package, wouild you
please send @ summary of tde resnlts.

[

If zhere is a brochure for the rraiming system, would vou plezse encicse

For furtrer inforzation, whom shovld we contact?

Thank you.

David Green

Research assistant

Improving Teaching Cozpetencies Progra=m
Lorthwest Regicnal Zducaricnal laboratory
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Charocreristics of the FZ77 Series

i. Targer 2coularicn

A. Practicing educators whose roles a2llow rime for training and
ccnsuicing-——especialiy local school district, central office
staff, administratrors, counselors, group leaders, higher
educaticn facelity znd stare department of pudblic education
staff, or those ~ho have rsascnable aspiratioas to such a role.

B. Primarily educaticn personnel——pudlic, private, religious—all
levels.

C. Groups of 12 to 18 participants.

D. ?Prereqguisites incicde NWRZL instructionel systems: Inmizrpersonai
Sormarizazicrs, Eesgoren Uiiiizing Prcilen Scivirg, Inmisrperscral

cwemze, Sceizl Conflict ond Jezgoiiative Preblen Solvinz, or
their egquivailent, plus 2z trainiang experience in system technolegy
such 2s the Corrigan's version, Sysigm=s Agrrozen jor Zducciion.

iZ. Conzent Provided in Training

A. Conceptuzi and theoreticai materiazi in the following areas:
Diagnosis, selection, sequencing, adaptive redesigning aand
conducting of skills zraiming exercises in such process areas
as goals clarification, cozrrunications, decision meking and
conflicz; planzed chznge in group process coasultation inciwding
phases, differentizl diagnosis, differeatiz=l intervention and
self-z2nalysis and values consideration; individual and organiza-
tionai development and evolurion; organizational growth and
naturity; educaticnal purpose a2nd functioning of educational
{ organizations; inrerventions and strategies for workiag at
organizational development and coatinued growth 25 2 coasultant.
b

- 3. Skills and techaniques of diagnosing, selection, redesigning aad
conducting skill training exercises. Techniques for differeatial
dizgnosis and intervention in group consulting. Techniques for 4
ccncepiualizing, diagnosing and intervening in organizational
development. Skills aad techniques for supportiag growth of
clients, colleagues and self in process consultation and
organizaticnal developzent.

C. Personal insight and derivation of meanings as pizmned part of
proiessionzl growth.

D. %hen corpariang with other trainiang systems, content of
prereguisites need to be considered.

i
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T1I. ZPriceiites anc Stritezies

A. Workstcps inclufe: szall group skilils training exercises;
didaczic recdizg and presentaticns; Individweal study, znalysis
and planning; peir, trio, intergroup and smzil group coosulta-—
tions znd preseatzticns with fesdback; practice in diazgnosis
a=d inrerventica im individual zzd group prucess; exploration
of professicnal values 2nd philosophy; and, evaluaticn and

elf-anaiysis.

n

acgiss asd orojects inclwede direct work with clienmt groups
including evaleation feedback, critigue Iy coileagues and
supervisica by seaior trainers

W
.
c'u

C. Exphasis It ~n peexr lezrning grcups developing norms and
strategies for seif-directicn and supportive peer critiquing
and interdependence. Senior traiver rele is more to support
tthe lezraing process cthea ¢ proviﬁe content experrise.
Content is provided in the FII7 matrerials and other rescurce
—aterials which are identified znd retrisved as relevant.

4

Zxpected Curcomes of Progranm

§au
-
.

——np

Ai. Tamiliarity with the main cocaceptual content of the three FZI7
instructicnal systems acd demonstrabie 2bility o use these
=materials and designs in trzining and censulting.

2. Clarificatican of corivation to work in this field with sell-
selection in or out during the seguence of rraining.

C. Individual identificaticn of current strengths and weldxmesses
in procsfs training and consulting.

D. Tor those whnose profsssional roles reasonably support iz,
increased rraining 2nd consulting activity.

Positive respense from over
these systems veoluntarily i

[
.

90 percent of trainees who eazer
th appropriate expecrations.

. Clearer concepruzl and philosophical orientation in process
trzining acd censultiag.

D'I

G. Soze increase ia clarity and skills in using interperscnal and
preoblen solving techniques ala the prerequisites and techaiques
of skills training, diagaosis, intervenrion and organizational
developzent strategy. Specific gains of this sort will be
peculiar to iadividuzls dependent on their past experience arnd
experience called for as relevant to their practicuo clients.

. For those who continue in process training and ccnsuiting
collegial norms of continued collaboration in work and grewth
as 2 zonscliant and for coatinued self-initiative of

professicnal growth in this field.
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Trainers

Perscns experienced in both structured {alz NWREL systems) and |
unstructured preocess rraining. Experienced in training process |
trainers. Experienced, a2s participant zrd trainer, with tte three
ZFIls as well as the other NKRATL prerequisite instructional sysiems
plus alternative ways of providing such raining. Skilled ia
designing as well z2s cogﬂuczing process training. Familiar with
the literature in this field.

Dissemination - /
N\

A. 1Ipitial strategy involved pational network of NWREL regional
representatives. Brochuyes have been used in targeted areas
during development of the systexms. Most iovoivenent of
participonts has been planned~within interested organizations
by adninistrative personnel or by word of mouth lezding to
expression of desire to be imwvoived.

3. The three FZIL iastructional systexzs arz timed respectively as
fol . PZIC-T: f£five straight 9-hour days training of skilis
rs followed by a 35-straight day practicum workshop.
FIIT-II: threze 3-day, 9-bour days workshops conduczed con—
secutively or wirh as much as two week interludes. FITC-III:
five 4-day workshops conducted once every four to eight weexs.
The prerequisites, which should be distribuzed before and
between the FZ.7 systens, involve &- ro 5-day workshops ard
i- to f-dav workshops. These can be divided into 2% zo 3-day
sessicns with interludes for any particular workshop up to Iwo
weeks. Tnis total sequence of training, then, involves 55 days
of inrensive workshop traiaing, plus time involwved in the
organizational developnment project. This has been experienced
as feasible for practicing educators when distriduted over a
3~vear pericd.

C. The average cost for a2 participant going through the 39 days
of the three FIT. systenms in a2 aonresidencial settiang using an
exrernal senior trainer may be estimated as including $75 for
mzrerials and $750 toward costs for the senior trainmer. This -
would be a fee of $850, which breaks down to about 521 per day
of workshop training per participant. -

D. Over 5G0 persons have ccapleted Z270-7 since developzeat work
begzan on it six years ago. Developzent work begain on FZIC-II
and FEZZC-TI7 three years ago. Their use has been linited to
evzluation needs of this develcpzment. During this three vears,

bod - - ———a gy -
about 170 persons have advanced through FZZ7-I1 and a2btouz 50

—_ -

persons have gone all the way through completion of FEI-TZII.

£. Academic credic freo higher education institutions or state
departzents of continuing education has ireguentiy been arranged
for the FI7 s anéd their prerequisite systems. In two settings,
advaaced degree progra=s have been cffared based on this

combination of training.

1741 "




. Evaluaticn reports created as part of the NWREL develcprent of
the FZl”s may b2 purchased con request. These incinde bot
formarive evalvaricn reports used to modify and improve the .
svstecs during their seguence of developmental ravisions and

vmmative reports made a2t the conclusion of developmeaz. Tre

lzzter would De more relevan:t tv poténtial users. Evaiuvation
stuzdies irnvolved writren questicanaires and interviews frenm
participants during and afrer their training. fQuesticnnzires
and incerviews from clients of the parcicipants. Strucrured
ard unstructured cbservaticns of evaluators. Questiomnaires
ari interviews with tte senior ctrainers. Documentation of work

Zcae by participants in work with clients, for themselyves aad

with each other. There were also reviews by cutside experts.

D"

1]

)
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Tadle A |

A Compar:isoa of 12 Alterxzative Iastrzctional Syvsrems In Process Tzaining,
Comsuitation and Drganizaticnal Tevelopment

Uimensioas Comparison Infcrmaticon
I=stTuctisnal Ssstex Preparing Zdecational Training Comsuirzats: Coasulzing
3T Progran PEIC-IY

Northwest 2egicnal Zducational iaboratory
710 5S4 Second Avenue
Porciand, Cragoa 97203

Practicing educarors in zoles open o provide traiaing
2nd ccasulrarion

Several areas and ievel oI educazion

Ia groups of 12 o i3

Prerequisites of 3 problem soiving and 2 interpersonal
skfilis workshops

Zarger Population

Use of skilis training e2xezcisas fer process issuss

Sz211 group diaznosis aad intervention for pianned
change izprovexeats

Organizaticcal developmenr theory and practice in
education

Sels insight andé professional growth

Conzenr Poovided
. - -

ia Traizing

A e e —

-~

=

workshop 2rscecares Workshops with ramge of theorw and experientrial leacning
nd Stri~egies activiti

! ] irainer supervisioca a2ad interzezm ccasulzation
Practicuex wirth cliear groups for each teax

Diagnostic instruzents and techniques

Zxzeaded organizational development project

Exphasis on p2er learaning groups

[

faniliar wizh and able to use materials
Clear cmotivation/self-seleczica
Saif-dfzgnosis and values consideration
increased ctraining where role permits
Positive toward training

learer conception and pailosopny
So=e increased practice skills .
Collezgueal ncr=s axeng peers

; Zxpeczed Dutccoes

Zxperienced in structurad and uastructured process
training

Zxperieaced in trainiag trainers

Experienced with 2E7C-I, PEIC-II, PEIC-III and WAREL
srereguisite syste=s as participant and traizer, xficus

LRIy

i literature
I ¥
. ! pissaminaricn Xational network, brochures, word of sSouth
; PEIC = 39 workshop days plus 26 days of prercequisite
} worksnops
]

Average cost 521 per trainer per day

300 started, 50 ccapleted limired offering of workshops
in sast 3 years of developzent

Acacezic credic fraquentiy offered

Zwvaluaticn Reports available froo MWREL

J

183
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Izdle &
Page 2

£ 13

Dipeasions

Cozparisca Infocrzatien

nstructioral Systex
or Zrogran

Process Appreach to Plamned Change

Dr. Xick Coloreil, Presideant

Ceazer for Pilacned Change

2039 N. Gerer 2oad .
Sz.-icuvis, ¥issouri 53132

Various scrool persconel

Zducational

Tezz=s o &4 to 8 up ro zozzl of 1L

Prerequisites are seiectioz by peers znd according te
personzl characreristics

Systexs theory

Value bdased plannoed change strategies

S=ail growp theory ard planned change skills
Manzpernent theory

Placning sxilils

Cozmunication skills

Developzeat of plans aad strategies

worzshop Procedures
andé Strategles

R A s

Theory inpuc

Team learning tasks
Ski11 practica
Tean bullding
Behavior conrracts
Zvaluazion
Long-zange planning

Expected futcomes

Lk

Irained iaternal change agent coasultiag feax
Change in the organizaticn incleding:
Izproved internal clizate
Organizaticnal direction setting
Organizarional value ciarificazion
Zdaptation in response to eavirorseat
Zusman resource development

i d o e LR R S e T

o ———

Cne trainer per teaz

“Center stafi"” or local trainer with “high level of
experience”

Ywascers level education people” can become traisers

Dissemination .

P I T ——

No particular strategy

10 days spreac variably

$50,000 zo train 2 year OD prograxz
3etween 500 and 750 craianed
Acadesic credit availadle
Twaluation claized

ERIC

Aruitoxt provided by Eic:
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T3dle A
Page 3 ¢f 13

iznstrucrionsl Systexm Adwanced Comsultazica Skills Lad

or-Rrograny Social Sciecce zducarion Comsortium

§ Soulder, Colorade
L]
|
3
H
3
i

Various educaticnal roles
Zducation

|
’ Dimensicas H Cozparisea Iaformarion
Targer Populatica

#  Minizem group of 25
i No prereguisites
f

Skills. practica con process issves
Coasulring issues
Theory: 3enne, lewin, Meoreno

Coatent Proviied
in Training

o

workshop Procefures Traziner lead uwhole group discussions amd activities
and Strategiss Dexzonstration and small group practice of skills

Yariablie according ro participaats
Practiced consulring skiils, tools, methods
Conceptualized consultation process, strategies
¥ade backhome plans )

Explored value acd causal coasequences

Sxpect2d Cutcozes

bt s S ] v e e M W o sl K~ i | i S e 2 2

et s et

Trainers Ren Lippit: and Eva Schindler-Rainzan
Disgexzination 3rochures and word oi =outh
3 days ’

’ $135 = $45 per day
Between 156 and 200 trained
No acadenic creditc
Yo evzluation

185
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Dimensions

Cozparisoa Infocmrazion

Instructional Systez
or Progra=

Introduction to Orgaafzation Developrmenr
Mathew Miles

94 Sparxiil Aveaue

Tappaa, XNewv Torx 10983

Target Peopulation

B T | gy

Any educators

Education

8 to 35 participants

Yo preraquisites "other thaa an interest fa D"

Cozreat Provicded
ia Trainiag

St2ges of an OD change effort as outlined in Sczouck a2ad
Miiles, Crganization Developzeat £a Schools

worxshop Procedures
and Strategies

—— n el

Taeory ipput .

Szall groups work through czse study *

Role play )
Thoie group discussion of diagnosis and ipterveation

Cogznitive clarity about OB
Increased dasis for making OD decision

"}

Tainers

-

Mazt Miles
David Kellcher

~

Disseninacion

Brochure

2 days

Usually $i00 to $1i50 = S50 per day
100 to 150 trained

No credic

Yo evaluation

ERIC

Aruitoxt provided by Eic:
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Table A.

Psge 5 of 13
Dizensiors a Conparison information
!
Iastructional Systex Docroral Progrzm In Organizarional Bedavior N

Deparrzent of Crganizacionai 3ekavior
School of Hanagement

Case Western Reserve TUaiversity
Cleveland, Chio

oT Progracz

LA D I AT S MRS G B

Grzduate studeats

School of zmanage=ent

10 nevw studedts per year -
No prereguisites speciii

Farget Zopulatien

T e e

Coatenr Provided
ia Trziaing

Concepruzl and theoretical backzround o CD
Personality theory aad development process
Interpersonal relatiocans and group dynanics -
Organizational theory
Larze systems and. culzural processes o

Marbicds and skills of applifed behavicral scieace

Perscnal cevelopment -

Sexinars

Parsonal deveiopment zroups -
Reseazch znd developzeatr projects

Practicun in 2ad or 3rd year

Indfvidealized strategies

Disserraticn in 4th year

w“orxshop Procadures
and Scrategies

o % T

SN S e A

"3road based behavioral scientists” skills ia:
Zeaching and research ia OD
OD plaaning and developzment
Coasultiag
Managing change . :
CcnZidict resolution .
Laboratory training

Expecred Curcones

T T I ——

Trainers Faculty of 16 for 40 studeats .

.
T .

| e ettt e e LA o S A e e e s S
-
+

[y

Disseninatioa No strategy

3 to 4 years

$2,350 for 2 semester years
q 57 Ph.D. graduates

Ph.D. progran

No evaluaczion reported

’ 187 .
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i Coxparisen Informazicon

Dixezsions

Orgaaizzricnal Zifeczivexess Trainizg
Mg, iee Doutdir

Consulzanzf/Tralizers Southwast
Afninsstrative Difice

?.6. Box 957

Zoporia, Xapsas 63301

Instructionai Sysiex
eT --o o=

231 levels of mznagement personxel

Many fieid including educarion

9 o 24 parricijants

Cae week of "laboratory experfecce™ plus being im
organizapion vhers learnings can e applied

Target Populatica

wa

=

Straregies for £zila gathering 2od znalysis
Systexs azalysis
Goal secting and planaing change
Werhois for prograz evaluation -
3 Idencifyiag 2nd diagnosing organization 1lis
? Conflict coping stratezies
)| Organization theory

Conzeatr Provided
4 Trainis

R L A

workshop Procedures Laboratory —ethod of ex:erim:ial lezrning
® asd Sctrazegies . Design evolves according to participant ceeds and goals
3ackhoze change project between 3 week long workshops

Gather andé use data
Pian goals and priorities
Develop merhods of evaluation .
Problem solving
.znago"en: of conflic'

ke & systems analys
Recognzze affecss of own and otne—s behavior
Inzernal consultant and =anage OD
Gain in self-confidence

Zxpecred Ouitozes

h e 0 s

s

PV P

Ms. Tleanor Hill and assistaants

-y g

Dissenination Mailing and word of zouch .
3 one—week workshops over 6 zonths

$800 = $38 per day .
Between 75 and 125 trained

No credic

No evaluation

hme v br s e e
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. Izdle 2
Page 7 of 13

Tizeasions Cozparison Information
Instruciionsl Systex Advzoced Crganiszationzl Developmest Training Labd
or Progfan Consulzantfirainers Socurkwest

1 Aémimistrative CIfice
. 1 2.0. 3ox 947
- . Zxppria, Xansas 56301

! All 3svels of manzgemenr personnel -

Many flelds inciuding edvcatior

9 to 2% participants

- i 2Pzevious "D fraining experfence of at least sevaral days
: durzrica™ - s

Targe: Population

- oawe

NN

e
.

o

Pata handiipg
2roblen soiving
Decision making
Coezmunications
- Plaani=g znd izpiezenting change s
Creazing organizational azocsphere Zor«chasge -
Traziaing organizarfonal collezgues for using €D tachodicgy

Ccntear Provided
ia Training

.
LMAEE sy

weans

“crkstop Procedurss Laborarory metzcd of experiential lzamnicsg
azd Sczrategiss Tesign evolves according o participant needs and go2ls
: - ‘) . -~
~ - . 4
_ . | ] - .
L] ‘ -
T - -
- - t
3

Incraasad sk4ills aznd insights in:
Dara handliag
. Problem solving
Decision making
Cozmuaications
2iazaing and :nplezea:i:?change
. Creating -rganizational at~osphere for change .
Training colleagues for usiag CD zechaology

.

a

~4

T T~

—

Trainers who are part of Consultant/Irainers Southwest
netrvorx
3 trainers experienced in:
Orgzzaizational consuiting
Personal growth
Orgaaizaticnal developzen:

- Tzainers

L L
- -

. ] Digseminaticn

3

I T T p—
.

M343id4qz 14sz and word of south .
5 stralght davs

$2320 = 538 per dzy

Betwsen 75 and 125

. 1 o credic

3o evaluation

Yy m s w

L e e

El{llC : - | 179 .
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Tadle 2
P2ge 3 of 13

Dimensions

Comparisen Iaformati

Instreetioznal Systexm
or Progc

Organizazional Re=zwal Worksbop--Gerdon Lippifz, Tevelcopes
Jacgueline 2umler, Zxecutive Direcicr

Orgenizational Re-ewal, I=c.

5805 1lz2tar Zoad

washingron, D.C. 20016

Zarget Zcpulaticn

Pricarily 1ine persomzel or s:aff persornrel who train
otsers ’

22 zo 25 parricioznts

L0 prerezgulsizes

atext Provided
40 Training

Uzderstandfag growth poieatial of organization
Developing comrunicaticns in corgenfzatica
Seveloping organizaticnal tezmworks

Copiag wirth chznge

icpiemearing renewal ian zn orgeaizatiea

¥orxshiep Procedures
azd Strategies

P INS

Meith 0w

£43% ror Theory izput
“rizien "insrryrzest" to guide learning
Group discussicn

Zxgeccted Qutsozas

IR

S oy g WEsL4s pa

Participznts wili bave:
Diagnostic tools for 2malyzing crganizaticas
Pracrice 4in process skiils
Theory in organizational growth and communications
24 change project To iniziate in their organization

*

rainers

Xetwork of 165 cerczified rrainers

Can traxn 2a "ia-house” trrairer

Traizing trainer iavolves going through workshop plus
1 day briefing

Certify oaly people who nave basic trainmer aad group
leader skills 2iready

Disseminaticn

(N DN e I T——

P

s e

Srees

3 rezfonzl vice presidents and petwork of trairers,
éirecr maiiing

5 =odules, each 3% hours

Ccst of $150 o $250 » 350 per day

No evaluazicn indicated
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Compasrisor Information

— — | e ra— e —

Tean Suilding 2nd Process Cozsulzatioz

Rick Reichard, Diresctor——Professfional Tevelcopmentr
NIi Insrzirare for A3S

1315 No. Torr ¥eyer Drive

arli-pron, Tirginfa 22209

Tivisioa

Targer Population

People active in applied Sehavioral sciznce

Vazicus fields

Minirmm of 30 parsicipenis

¥nsz kave corplezed zn IIL “Advance Professfonsl
Devels + Lsaraisg Cormenity Coze Progzzn”

Process coasaltarica wsing T4 Schein’s bock

“orkshop Proceductes
2z2 Stratagies

2

Tean Suilding

Lase stedy

Ing2rTezn coasulzarion

Theory bullding Irom 2xperience

i
i
!
Zxzected Cutcozes i XNot stated
.
!
?
f
; -
3* «
i
Irainers y NIL staff
Disseainazicn Ma24iing listc

5 days straight
$350 = 570 per day
%o credic izndicated

Parzicipaac questicmnaires used for self-ratings of

srograa
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Disension

Cozpariscn Inforzati

€T ProgTas

InsTtrurctiozal Systes

LR L R e e | e

Progran for Specfalisrs in Orgamizaricn Developoent
Sche adzos, Direster—2rofessiczal Development Divisien
XTL Instizpre Sor 235

18315 ¥o. Fort ¥eysr Trive

A=lingzon, Virginia 22209

Iarzet 2opulation

Y I

¥2inly izntercai OD practiticzers plus 2 few serszl =4
teachers of OD

Yarious fi2lds
! . o ¥axdizme— of 40 participants
: ] Musr have 2 “basic 125" 203 NTL comsultation or Trainicg
' Theory 2=d practice 12> plrs OD experience
!
Conte-T Proviied | Professicnal 2z perscazl selfi-zssessment
i &= Training il ©D theorr, teckaigues, direcrioas, erhics
3 ;| Drnanics of large and compiex systexs
[
.
:
workshop Procedures | ZSxperiential learaing
z=8 Strategles :! Didactic cogznirive izputs
ES
1

o -

Zxpecred Juisoses

TR

A
4
[al
1
§“.
g

P e L L e el

Iraizers RIL scaif
Dissexination Mailing Zisc
2 weeks srraight
i $700 = S70 per éay
il %o credir §adicated
i Participaat questioraaires used for se.f-ratings of
‘ pregras
- !
:
)
ig2
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Tadle A
Page i1 of

o - - N

Jizexmsiczs | Cozparison Ianiprmatien
instrusTionas Sysiex Ibservaticn 2=3 Intervencticn is Work Srovps
or Pregras Rick 2eichard, Tirector—Lenter for Professicnal
Developmens
%31 Iastiture for £33
1315 3o. Forz Yeyer Drive
'}  Aclimpron, Fizgizmia 22209
zarges Populaziocn ? Anyone cozcerzed with mzki~g work groups more e2fisccive
‘: Any field
12 zo 2% pargiczipants
Most have an NI “Ad~asced 2rofessioczal Developmest
Traini=3 Commenizy Core Prograz”
Content Provaied Th2ories of inzervaniion
Za Training Conceprral mass for ctservizg groups

Grzup intervention

=

wIz&stco Pracecur
2=3 SrTazTagzmss

1 .

i

“Ferscoel case pazers” Sor thecry buiiding
Uoservatisn of zudio-taped grouns
Viizp-taced intervenzion simplaticns

Zxpactad [ullomas W01 siated
i
i
i
Iraizers | 7L szaff
:
\
+
Dissexizazica Mailing iisT

T

S days
$230 = 37N cer day .
45 zrained

wedit indicazed

Parsicipant questicazaizes used for self-ratizgs of
T

185




T

Tinensions

Comparison Inf~ixazicn

Imszrzcriczal Eystex
©r Prrcgres

Coosuizaticn Skills Sexmim=7
Scientific Mertods, Izc.
2.0. 3ox 195

Azszin, Texas 73767

T2zrzec Popuiaticn

Ty -

ok

Ccnsultants, traizers, DD specialists

Business z2nd Anfusrry

3 to 32 parzicisants

Prereguisires "éefined >y toz roles of the target
popularior”

Content Srovided

iz Traiziag

Sk Bl bl § MM

“Comsuicede" by 3lzke amé ¥ouitem
Five inrervention strategies -

Tive uaits of change
Four Zocal issues

[

Workshop Procedures
acd Straregies

20 R e ] i

[ S P

Zxperfential learning
Sxill practice

Case studles

Paizing 2= szmall groups

- ap . .

—— - o ——F o

Zxpecsed Lutezz2s

Parzicipanss will De:
Zxperiszced with "coasulecbe
Able to evzluate sStrengrhs acd wearnessss ol
£D intecveatiozs
%iil Zave systexazic approach to daczerziniag chaoze
inzerventicas

- . sL-ﬂnm

Izaizess

N L e

Only scieatific zerhods personnel: curfentiy 4 trainers

in U.S. and 3 ouzside the J.S.

Disseminazios

.

TS

Mailing 1ist azd word of mouth
3 day

5750 = 513D pexr day -

No credit
Parsicipants vwrire critigue of pregras
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Tzdie A
Pzge 13 X 13

Ceoparfisen Inforzation

Izcernal Coasultizmg Sk4lls YoTistep
Gordem Lippitr, Developer
Jacguelize 2umley, Zxecutive Direczor
C‘ganizational ae:e:al, iz=c.

2605 Lazar 2cad
a.ss‘ti:.g:m, D.C. 20015

.

Prizariiy,staff zroles chat influsnce program ckazges frenm
zeazutihoricy positica
Variovs f£ielés
12 7o 2% parzcipeats
Prer2guisize o De 12 posizion To use traiaiczg in rheir
worz, pra2fer Training sxperience

Longenr Provided

iz Trainizg

——

Ccasuitizg, kelpizg process

4 phases of censultizg

S%x1131 praczice oo eatry

Tools of datz gathering, =odal *1:ildi=p 224 training
=etSods

Sxi23 pracricz on earTy

Zwaluazica of consulting a=d pessozal growth

7w - -
| #TTASZOD DPTolecurEs
' 2=Z Straczegiss

viazmoscis f{=stTumeats
8¥ill practice

Case Stodies

Zxercises

Croup discussion
Applicaricen greups
2resenraricas

Zxpeczei {rtoomes

To have stuedied process of fararnzl consulrting

To have studied how consuiting stess are handled depending
on rz2laticaship to svsiem

7o have provided opportmaities ro desig:: stratezies or
acdels To izplement probles solwing znd developz=ent
aeeds of organiczation

Traizarcs .§ Nerwork of 165 certifisd traizers .

} Caa traia "in-house” traicer

y  Training traizer faowoives going chrough workshop plus
- ; i day sSriefiag

Y Cerzify caly people who have hasfc traizer acd group

’ i leader skills aiready

1

Tisseninazion 03 regional vice-presidears and zetwork of traizers,

.

. aes s

éirect z2iliag o

3 days .

$i59 to 5250 = S50 gper day

In last four vezrs, 730 tzained plus 20 certified as
tralizess

Aczdenic credit sciecizes arraazed

Self-swvaluacion at exd of xateriais
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